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EVALUATING CENTRAL OFFICE LEADERSHIP
INTRODUCTION
The core of central office functions is ensuring student learning, and this document is intended to
be used as a starting point for discussion and customizing. It is a framework that identifies the
primary responsibilities of central office staff as pivotal partners within schools in the work to
continually improve student learning.
The document was developed by a taskforce from the Washington Association of School
Administrators (WASA), based on leadership categories identified in research from OSPI:
Characteristics of Improved School District: Categories and Themes (Shannon, G.S., & Bylsma,
P., October 2004). The format was chosen to be consistent with the Evaluating Principal
Leadership in a Performance-Based School tool developed by the Association of Washington
School Principals (AWSP), September 2010. The taskforce also drew ideas from McREL’s
School District Leadership that Works: The Effect of Superintendent Leadership on Student
Achievement (Waters, J.T., & Marzano, R.J., September 2006), Central Office Transformation for
District-Wide Teaching and Learning Improvement (Honig, M.I., Copland, M.A., Rainey, L.,
Lorton, J. A., & Newton, M., April 2010), and The New Central Office (Novak, D., Reilly, M., &
Williams, D., June 2010).
The intent is to help district teams better understand each leadership category by providing three
essential components:
1. Examples of knowledge and skills.
2. Examples of support to schools.
3. Examples of evidence and measures.
The document was not designed as an evaluation instrument but instead to initiate and sustain
discussion among the district’s leadership team and to assist in the development of each district’s
own evaluation model. As districts customize this document, leaders may want to consider the
following questions:
Are there skills that are a higher or lower priority depending upon the role of the central
office administrator?
Are there different or additional examples of knowledge and skills that pertain to different
central office roles?
Are there different or additional examples of support to schools that pertain to different
central office roles?
Are there different or additional examples of evidence and measures that pertain to different
central office roles or that are specific to our district?
Which skills are not on this list that our district feels should be?

FIVE CENTRAL OFFICE EVALUATION CATEGORIES
1. EFFECTIVE LEADERSHIP
a) Dynamic Distributive Leadership/Relationship With Schools
b) Focus on Student Learning/Non-negotiable Goals for Achievement
c) Sustaining Improvement Efforts

2. QUALITY TEACHING AND LEARNING
a) Quality Classroom Instruction
b) Coordinated and Aligned Curriculum and Assessment
c) Coordinated and Job-Embedded Professional Development

3. SUPPORT FOR SYSTEM-WIDE IMPROVEMENT
a) Effective Use of Data
b) Strategic Allocation of Resources
c) Policy and Program Coherence

4. CLEAR AND COLLABORATIVE RELATIONSHIPS
a) Professional Culture and Collaborative Relationships
b) Clear Understanding of School and District Roles and Responsibilities

5. ENGAGING THE COMMUNITY
a) Community Involvement and Partnerships

ESSENTIAL COMPONENTS
1. Knowledge and Skills
2. Support to Schools
3. Evidence and Measures
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1. EFFECTIVE LEADERSHIP
Central Office administrators foster and promote a vision focused on student learning outcomes,
implemented through dynamic district leadership across the organization, which results in
sustained student improvement efforts.
1a. Dynamic Distributive Leadership/Relationship with Schools
Examples of
knowledge/skills
Provides leadership that
moves district/building
leaders to action in
improving their practice.

Demonstrates visibility in
schools and creates unity
of purpose in supporting
quality instruction and
improving student
learning.
Develops the
professional capacity of
staff to serve as leaders.

Organizes departments to
support schools in
meeting teaching and
learning goals.

Examples of support to
schools
Supports risk taking by
building leadership team.
Supports professional
development for school
staff aligned to district
goals.
Engages in and supports
courageous and
challenging conversations
and decisions.
Regularly visits schools
and classrooms, provides
feedback on specific foci,
i.e., curriculum
implementation,
instructional strategy, etc.
Participates in building
leadership team meetings
as needed.
Shares observations
feedback with school
leadership team.
Supports leadership team
staff development.
Responds to school needs.
Provides training to
schools.
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Examples of evidence and
measures
School plans, meetings
minutes, and strategies to
improve instruction.
Review of school
professional development
plan alignment to district
goals.
Notes and records of
decisions made as a result
of coaching or planning
conversations.
Regular participation in
district walkthrough
process.
Interviews with principal
and teacher leaders.
Logs of classroom visits.
Meeting agendas and
minutes/outcomes
regarding learning and
problem solving.
Agenda of leadership team
staff development events.
Critiques of school leaders
team performances.
Meeting minutes.
Interviews with principals.
Records of training
sessions.

1b. Focus on Student Learning/Non-negotiable Goals for Achievement
Examples of
knowledge/skills
Articulates the district’s
shared
vision/beliefs/values with
a clear focus on student
learning outcomes.

Holds self and staff
responsible and
accountable for
maintaining high
expectations and
achieving learning goals.
Maintains focus on goals
and priorities by
removing competing
programs and practices.

Examples of support to
schools
Clearly communicates
effective instructional and
assessment practices to
staff.
Provides training for
administrators that ensures
a shared understanding of
the beliefs/values/focus.
Facilitates experiences that
create consensus and
commitment to the district
vision, beliefs, and values.
Sets district aligned goals
with schools.
Reviews regularly with
building leadership teams
goals and progress.
Establishes process for
realigning priorities and
practices.
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Examples of evidence and
measures
All employees can
articulate the vision of
focus.
Vision/focus visible in
district/community
documents.
Schedules, agenda, and
evaluations from meetings.
Models behaviors that are
consistent with district
vision, beliefs and values.
Minutes/documents/artifacts
from meetings are available.
Review of staff evaluations
(teacher and administrators).
Reviews school plans.
Reviews staff evaluations.
Meeting agendas
documenting decisions
made.
Evidence of removal of
programs and practices.

1c. Sustaining Improvement Efforts
Examples of
knowledge/skills
Analyzes and monitors
district assessment
data to communicate,
inform, and assist
others in meeting
achievement goals.

Examples of support to
schools
Reviews data with
district/building
leadership teams.
Facilitates a reflective,
collaborative decisionmaking process based
on the data.
Coaches and mentors
building leaders to
develop skills in using
data.

Examples of evidence and
measures
Agendas, artifacts of meetings.
Data demonstrates increases in
student achievement.
Assessment protocols (i.e., data
carousels, looking at student
work).
School board presentations.

Engages building staff
in reflective, datadriven conversations
focused on increasing
student achievement.

Provides and models
effective use of
protocols and processes.

Interview, collect feedback from
principal and building leadership
teams.
PLC minutes.
Walk-through data showing
changes in instructional practice.

Stays the course,
especially in times of
resistance and push
back.

Continues to sponsor
and provide resources.

Prioritizes resources and sustains
support.
Data of school plans.
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2. QUALITY TEACHING AND LEARNING
Central Office administrators ensure the sustained implementation of the district instructional
framework which focuses on all students achieving high standards.
2a. Quality Classroom Instruction
Examples of
knowledge/skills
Articulates the
districts instructional
framework to ensure
student achievement.
Makes district
decisions within the
context of the
instructional
framework.
Monitors and
supports classroom
practices; provides
guidance for
improving teaching
and learning.

Examples of support to
schools
Clearly communicates
the instructional
framework.
Models effective
instructional practices
in district/building
meetings.

Participates and
supports regular
schedule of classroom
walkthroughs.
Leads district
framework process
across the district.
Provides training for
leaders and teachers to
ensure consistent
application of the
instructional
framework.
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Examples of evidence and
measures
Instructional framework
evident in buildings,
classroom, and practice.
Reviews records of district
decisions in regard to
instructional practice.

Has and uses a framework for
walkthroughs.
Collects walk-through data
showing classroom practices
consistent with the
instructional framework.
Training schedules, lesson
plans, meeting notes.

2b. Coordinated and Aligned Curriculum and Assessment
Examples of
knowledge/skills
Ensures curriculum,
instruction, and
assessment practices
and policies are aligned
and implemented.

Coordinates and
maintains curriculum
and assessment
practices and decisions
that align with district
framework in order to
meet the needs of
diverse student
populations.

Examples of support to
Examples of evidence and
schools
measures
Reviews
Updates, agendas, and minutes.
curriculum/assessment
Examples of curriculum
practices and board policy
framework, assessment matrix.
with leadership teams.
Consistently provides
updates to building leaders
and staff.
Schedules or coordinates
Schedules, agendas, timeline.
vertical teams, curriculum
Products created by vertical
committees.
teams and curriculum
Facilitates or supports
committees.
planning of district teams
and committees.

2c. Coordinated and Job-Embedded Professional Development.
Examples of
Examples of support to
knowledge/skills
schools
Identifies professional
Systematic data collection
development that has the
documenting changing
greatest potential for
practice following
high-leverage change in
professional development.
instructional practice.
Fosters high-quality,
Meets with building
ongoing, job-embedded
leadership team to monitor
professional development
implementation of
focused on improving
professional development
classroom instruction.
plan.
Advocates for resources
including time for
professional development.

Supports implementation
of professional
development program
that supports the

Allocates resources based
on building needs and
implementation of
instructional framework.
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Examples of evidence and
measures
Data artifacts, feedback from
coaches, consultants, etc.

Agendas, minutes.
Professional development
plan.
Professional development
evaluations and collected
data on impact.
Budget and time allocated
for targeted professional
development.
Interviews with principals.
Professional development
plan.
Professional development
evaluations and collected

instructional framework.

Supports administrator
professional development
around quality instruction.
Supports administration
learning communities.
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data on impact.
Budget and time allocated
for targeted professional
development.
Artifacts from professional
development.
Video tapes, classroom
observation notes.

3. SUPPORT FOR SYSTEM-WIDE IMPROVEMENT
Central Office administrators provide leadership, coordination, support, and resources that
create a coherent, system-wide improvement effort that results in high standards of achievement
for all students.
3a. Effective Use of Data
Examples of
knowledge/skills
Ensures a consistent,
systematic approach in
the use of data across
the district.

Uses data to identify
patterns and trends in
student achievement.

Examples of support to
schools
Development of training
content to meet the
learning needs of
building leaders
including principals,
coaches, and teacher
leaders.
Provides resources, time
and training.
Monitors effective use of
data at the building level.

Clear interpretation of
data and its implications
for resources, curriculum,
and professional
development.
Effectively
communicates to
buildings the patterns and
trends and their
implications.
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Examples of evidence and
measures
Compilation of tools, templates,
and training opportunities.
School Improvement Plans
reflect use of data.
PLC SMART goals.
District Improvement
Plan/Strategic Plan.
Articulation of data feedback
loops.

Conclusions drawn from data
reports aligned with allocation of
resources.
Data dashboards, portfolios.
Communication plans to schools
and community.
Communication artifacts such as
newsletters, staff memos,
graphics, etc.

3b. Strategic Allocation of Resources
Examples of
knowledge/skills
Finds and allocates
resources—time,
personnel, materials, and
facilities—for quality
instruction, so all
students achieve high
levels of learning.

Extends to schools
flexibility with
accountability for the use
of resources in meeting
needs of students.

Examples of support to
schools
Gathers input and feedback
from district/building staff
and community members.
Explains legal and
contractual parameters.
Demonstrates creativity
and flexibility to provide
appropriate resources.

Grants authority to school
leaders to exercise
flexibility in their use of
resources.
Helping leaders identify
innovative use of
resources.
Helping leaders develop
plan for measuring impact
of resource decisions.
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Examples of evidence and
measures
A department plan that
reflects the use of building
resources—people, time,
and money—that aligns
with district improvement
plan.
Budget documents
showing funding of
identified priorities.
Legal, contractual, and
budgetary timelines are
met.
Evidence of differentiated
support based on student
needs in individual
buildings.
Building budgets.
District/department
budgets.
Examples of effective use
of resources in School
Improvement Plans.

3c. Policy and Program Coherence
Examples of
knowledge/skills
Develops, interprets, and
implements policies in
ways that reinforce and
support a vision for high
standards for all students.

Ensures systematic
coherence between
policies, programs, and
practices to advance
district learning goals.
Ensures system-wide
district improvement
efforts supersede specific
programs, departments,
building, or individual
preferences.

Examples of support to
Examples of evidence and
schools
measures
Advocates for policies and
Documented review of
programs that promote
building artifacts that show
equitable learning
alignment to district vision
opportunities for all
and policies.
students.
Presentations to board
Reviews indicators of
regarding policy
achievement.
implementation and
program results.
Ensures implementation of
research-based practices.
Ensures that school and
department goals are
aligned with district goals.
Guides systematic
implementation of coherent
policies, programs, and
practices.
Keeps the shared vision at
the forefront of decisionmaking.
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Samples of department
activities that show
implementation of
department and district
goals.
Meeting agendas, records
of building observations,
calendar of school and
district professional
development activities
aligned to district goals.

4. CLEAR AND COLLABORATIVE RELATIONSHIPS
4a. Professional Culture and Collaborative Relationships
Examples of Knowledge
and Skills
Builds with intention a
professional culture of
mutual respect and
trust.

Develops data-driven
collaborative learning
communities at the
central office and school
levels that promote
continuous learning for
all adults and shared
responsibility for student
learning.

Examples for support to
schools
Recognizes and values
the diversity of all
stakeholders.
Establishes trust and
demonstrates openness
and respect in all
relationships and
decision-making
processes.
Models and promotes a
high-functioning PLC.
Applies effective group
processing skills.
Supports enforcing codes
of conduct and
professional ethics.
Provides feedback that is
respectful, honest,
nonjudgmental, and
promotes continuous
improvement.
Names and celebrates
successes of staff
members.
Maintains confidentiality
when appropriate.
Provides expertise in
analyzing and
interpreting data and how
to use data to influence
instruction.
Provides and models
effective use of protocols
and processes.
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Examples of evidence
and measures
Student, staff,
principal surveys,
interviews, and focus
groups.
Supervisor observation
of department climate
measures; measures
and indicators
discussed in evaluation
meetings between staff
and supervisor.
Supervisor observation
of staff interactions.
Celebration and
recognition events.

Meeting agendas and
minutes/outcomes
regarding learning and
problem solving, and
data use.
Logs of school visits.
Walk-through data.
Products, processes,
and initiatives
generated by
administrator.

4b. Clear Understanding of School and District Roles and Responsibilities
Examples of Knowledge and
Skills
Establishes the support of
teaching and learning as a
shared responsibility of
central office staff and
building staff.

Balances district authority
and school autonomy by
setting expectations and then
providing latitude in the use
of resources and influence
over issues important to the
school.

Examples for support to
Examples of evidence and
schools
measures
Reduction of tasks that are
Evaluation forms.
not directly related to
Meeting minutes.
achievement goals from
Job descriptions.
administrator performance
Products, processes,
expectations.
and initiatives
Provides authentic
generated by the
opportunities to influence
administrator.
critical decisions.
Clarifies levels of decisionmaking authority as it
applies to the
implementation of teaching
and learning goals.
Names non-negotiable as
they apply to district
initiatives.
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Organizational charts.
Decision-making
matrixes.
Job descriptions.
Products, processes,
and initiatives
generated by
administrator.

5. ENGAGING THE COMMUNITY
Central Office administrators foster community engagement that promotes and supports student
learning.
5 a. Community Involvement and Partnerships
Examples of knowledge/skills

Examples for support to
schools
Provide training for
building leadership teams in
strategies and methods for
engaging the school
communities.
Develops with school
leadership teams, individual
school communication
plans based on the district
communication plan.
Supports the creation and
implementation of
community and
school/district partnerships.

Examples of evidence
and measures
Artifacts of training
program and samples of
communication
instruments.
Review of school
communication plans
and artifacts of
implementation.
List of partnerships,
meeting agendas, and
notes.
Active participation in
key community
organizations.

Identifies significant
conflicts among community
groups and individuals and
schools/district and
employs a variety of
strategies to reach solutions
and assist groups in
working collaboratively.
Identifies and engages key
community
communicators—parent,
civic, and business leaders.

Provides support and/or
training in specific
situations to resolve
conflicts.
Facilitates difficult
conversations.

Examples of specific
resolution efforts and
results.
Training agendas,
meeting notes,
documented resolution
agreements.

Assists building leaders in
identifying key community
leaders in their attendance
areas.

List of contacts with
key leaders of
community.
Meeting agendas and
notes.

Communicate student
learning goals and progress
to the community using a
variety of venues,
opportunities, and
strategies.

Assists the buildings in
communicating their
student learning progress
with various media forms.
Develops a district-wide
system to gather
community and parent

Artifacts of
communication
documents used to
communicate student
progress and
performance results: i.e.
annual reports of state

Uses effective
communication skills to
build community support
for schools and the district.
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Understands and stays
abreast of the external
factors (political, economic,
and cultural) shaping the
school community.

information regarding the
individual schools and
district performance.

and local assessments,
school/district
improvement plans,
survey data, etc.
Review of survey and
focus group instruments
and results.

Provides updates and alerts
to school leaders.
Helps school leaders to
navigate through political,
economic and cultural
factors affecting the school
community.

Meeting agendas.
Attendance at
community events and
activities.
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