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This document is one in an eight-part series of share tools and best practices for implementing Washington’s 
new teacher and principal evaluation legislation. These tools and best practices have been drawn from interviews 
with district leaders and principals who have participated in the Teacher/Principal Evaluation Project (TPEP). The 
hope is that the lessons learned from their experiences will lead you toward greater success. The ideas in this 

series of documents are the result of interviews with the leadership of 16 Washington school districts (Anacortes, Bellevue, 
Bethel, Central Kitsap, Cosmopolis, Issaquah, Kelso, Kennewick, Kettle Falls, Medical Lake, North Mason, Pullman, Seattle, 
Sumner, Tumwater, Wenatchee) and Educational Service District 101 and Educational Service District 113.
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Implementing a Revised Educator  
Evaluation System

Implementation of the revised teacher and principal evaluation system is a daunting task but, if 
implemented well, the system has the potential to be very rewarding and meaningful to the school 
climate and success of students, faculty, and leaders. Districts that have forged ahead with this 
challenging work learned to embrace a collaborative style and include stakeholders early and often. 

In addition, ongoing training was critical. A simple presentation without follow-up would not have sufficed. 
Rather, a significant amount of time must be set aside for small, rich, and safe conversations about 
these changes. This document provides an implementation checklist and insights, tips, and questions for 
district consideration based on other Washington districts’ experiences.

Implementation and Training Challenges 
District leaders reported the following challenges to implementing the revised evaluation system:

 ¢ Finding enough time for the extensive training that is necessary

 ¢ Finding the time for principals to be the instructional leaders this revised system requires of them

 ¢ Transitioning educators with the paradigm shift “from inspection to collaboration”

 ¢ Dealing with the complexity and all-encompassing nature of the evaluation frameworks

 ¢ Fearing burnout, with some principals reporting they spent up to 70 percent of their time on the 
revised evaluation system in Year 1

 ¢ Ensuring consistency across schools within the district

 ¢ Ensuring the work is aligned with the Common Core State Standards

District leaders found success by:

 ¢ Prioritizing instructional improvement and using time as effectively as possible; or creating a new 
position, such as instructional coach or dean of students, who can work with teachers and assist 
with managerial functions so that the principal may spend more time on evaluations

 ¢ Hiring external support and retired principals to return and assist with the evaluation process

 ¢ Regularly asking teachers how school or district leadership can support them

 ¢ Providing opportunities for teachers to make connections between Common Core State Standards, 
the observation framework, and their own professional learning

“Our administrators and teachers have realized that we’re all learning concurrently. We don’t have all the answers, and we need to all take a deep breath, 
respond as quickly as we can, and ask people to take it in stride. So, we try to have patience, acknowledge our mistakes, admit when we tried something 
that didn’t work, and communicate openly about it.”

—EMILIE HARD, Director of  Teaching and Learning, Issaquah School District
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Implementation Checklist

Our school or district regularly uses multiple communication channels to keep stakeholders well 
informed and to solicit their feedback.

Our school or district has introduced or expanded shared leadership for building capacity to complete 
evaluations under the revised system.

Our school or district includes the teachers’ association and our teachers more widely at each stage 
of implementation.

Our school or district sets a helpful tone by holding not only teachers and principals but leaders at 
all levels accountable to a more rigorous evaluation system.

Our school or district ensures there are highly trained staff, such as instructional coaches or teacher 
leaders, on each campus to serve as a resource for other teachers.

Our school or district ensures that principals have a deep understanding of the revised system so 
that they can act as instructional leaders from the start and also fine-tune their expertise over time.

Our school or district carves out sufficient time to ensure that teachers and leaders can have 
meaningful conversations as they engage in ongoing training about the revised system.

Our school or district provides opportunities for teachers to discuss and learn about the revised 
evaluation system in small groups, recognizing that large-group introductory trainings and workshops  

          are not where the most learning about the revised system takes place.

Our school or district conveys that everyone is in this together, learning together and making 
mistakes together as we work together to implement policies that will work best.

Our school or district rewards and recognizes our teams for successfully completing meaningful 
and challenging new approaches to evaluation.

“I’m not interested in asking my teachers to do something that I’m not willing to do with the board—the individuals to whom I am 
accountable. I want to be the kind of  leader that wants to be held accountable and improve and show my board that I’m doing the best I 
can to be a serious and productive person who analyzes and solves problems. If  they see me and understand me and hear me do serious and 
productive analysis and problem solving, then we’ll get the results we want.”

—THAYNAN KNOWLTON, Superintendent, Kettle Falls School District 
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The Case of Kelso: Learning From Kelso School District’s 
Implementation and Training 

Kelso School District took a thoughtful approach to implementing their evaluation reforms. The following 
are some steps Kelso took and questions for other schools and districts to consider:

Leadership

 ¢ Kelso began by creating a TPEP steering committee made up of the TPEP district coordinator, director 
of teaching and learning, union representatives, principals, teachers, and the superintendent. This 
group oversees all facets of the implementation to ensure processes are consistent across buildings. 

QUESTION TO CONSIDER: What structure is or should be in place to oversee implementation and 
training in your district? Who will participate? How will the structure be sustained?

 ¢ Kelso trained teacher leaders and gave them release time to work with staff to help develop a healthy 
environment for implementing change. 

QUESTION TO CONSIDER: How do you share leadership with teachers in your district? 

 ¢ Kelso designed and scheduled the entire year of trainings before the school year began. 

QUESTION TO CONSIDER: How much training time and resources does your district support? How 
much training takes place during the summer rather than during the school year? Which topics will 
your training include? What supports do principals need this year? What supports are needed for central 
office evaluators? How will you utilize teacher training funds allocated by the legislature?

Professional Development

 ¢ Kelso also decided to tackle one part of the framework at a time. 

QUESTION TO CONSIDER: What is the best way to help educators deepen their abilities to apply  
the framework and to connect evidence to each criterion? What data can you consult to support  
your decisions?

“The advice we would give is to start talking. Be thinking about: ‘If  I want this message through the whole district at multiple levels, then I need 
everyone to be part of  the conversation at some point. So where do I want to start? Who do I want to start with?’ and going from there.”

—SUSAN JARNOT-BENTHEM, TPEP Coordinator, Bellevue District

“We had a positive launch of  the new evaluation. The change was supported by a collaborative relationship with our education association. 
Association leaders were involved throughout the process attending Regional Implementation Grant meetings, TPEP pilot trainings, and 
district planning discussions. They were at the table when we were making decisions and plans. Educators also felt that it was a growth 
model and that it was a tool that could really inform and give specificity to conversations between evaluators and teachers.” 

—KATHY QUICK-GUNTHER, Director of  Professional Development, Bethel School District
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 ¢ Following a larger initial training that covered the nuts and bolts, Kelso convened teacher leaders from 
each building and trained them further. They designed PowerPoint slides that included all necessary 
information -- activities and protocols were designed as well. The teacher leaders were provided 
feedback, made modifications to these, and eventually repeated the trainings at their schools during 
the district’s Wednesday early release time. The district ensured all staff had the same release time 
for this work. 

QUESTION TO CONSIDER: How are you planning ahead for ongoing evaluation system trainings and 
the materials needed for the trainings? Do you involve teacher leaders? Can your district’s schedule be 
creatively modified to carve out shared learning time so that teachers can digest the new processes in 
small-group settings? Does your school or district have structures in place to connect formal learning 
about the revised evaluation system with other district initiatives, such as Common Core?

 ¢ Kelso began a tradition of asking both teachers and principals to engage in Cycles of Inquiry. 
Teachers develop a problem of practice based on both student achievement learning needs/
data and adult self-assessment of practice from the Instructional Framework. Principals develop a 
problem of practice based on achievement gap data and school improvement plan focus areas, which 
directly aligns to teacher and program practices. The purpose of the Cycles of Inquiry projects are 
a consistent districtwide process for alignment to the student growth rubrics within the eight state 
criteria for principals and teachers.

QUESTION TO CONSIDER: How does your district ensure the revised evaluation system leads to a  
positive transformation in culture, where all educators engage in ongoing questioning about how to 
continually improve?

These documents could not have been created without the generous time of teachers, principals, and district leaders in these areas. 
This is a publication of the Washington Office of Superintendent of Public Instruction (OSPI) Teacher/Principal Evaluation Project (TPEP) 
with American Institutes for Research (AIR) supporting this endeavor. More information, including videos with practitioners from the 
project districts, can be found on the TPEP website: http://tpep-wa.org/pilot-sites/
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