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9 Ideas for More Meaningful
Superintendent Evaluations

T h a t  Yo u  C a n  I m p l e m e n t  R i g h t  Aw a y
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Introduction
The best leaders are often critical of their performance, continually searching for ways to 
improve outcomes and sharpen their skills. This unending commitment to positive progress 
is part of what makes these leaders so successful, which is why the evaluation process itself 
must be considered and optimized to obtain the best results. The following are nine proven 
best practices for achieving more impactful, collaborative, and actionable superintendent 
evaluations so that you can keep improving, year-after-year.

“If your actions inspire others to dream more, learn more, 
do more and become more, you are a leader.” 

John Quincy Adams
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Assess Your State and
District’s Requirements

1
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Assess Your State & District’s Requirements

1

Start by determining requirements that may apply to your existing evaluations at the state 
level, then assess the imperatives your district has previously established. These may be 
associated with such factors as frequency, deadlines, participants, and visibility. If your 
district does not already have a process in place, collaborate with your school board to 
establish best practices that align with your fiscal year, school board expectations, and 
the best interests of your school, staff, and students. An online, transparent, goal-based 
evaluation model designed for school districts may offer you the most impactful solution 
and will be fastest to adopt this year.

“Be stubborn about your goals and flexible 
about your methods.” 

Unknown
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Start with a
Pre-Assessment Meeting
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At the beginning of the evaluation process, meet with your school board. 
Collaboratively review your evaluation model and ensure everyone understands 
the process that will follow relative to timing, participants, and expectations. Also 
use the time to revisit the objectives of your role as a superintendent as outlined in 
your job description, and any goals you have individually or collectively established 
for the year ahead. Reflecting on these requirements should help to frame the 
assessment process.

Start with a Pre-Assessment Meeting

2
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Revisit Roles and
Responsibilities

3
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Revisit Roles and Responsibilities

3

As the evaluator of the superintendent, the school board must be able and willing to agree 
on its cohesive expectations for the superintendent’s role and performance in the coming 
year. The board must also accept its responsibility to ensure the superintendent meets his or 
her community goals and obligations. For superintendents, they too must understand and 
acknowledge their responsibilities and those of their board, accepting the board’s authority 
for defining the district’s mission and vision, and monitoring progress. Going into a formal 
evaluation process with such understandings in mind will help to ensure respectful dialogue 
throughout the process.

“Honest self-reflection opens your mind to reprogramming, 
change, success and freedom.” 

Unknown
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Ensure Superintendent
Goals Align with 

District Goals

4
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Ensure Superintendent Goals
Align with District Priorities

4

As the forerunner of your schools, the superintendent’s primary purpose is to embody the 
district’s values and serve as its positive change agent, continually striving for improvement. 
Any self-identified, or board-identified goals for the superintendent must align with the 
goals established for the district; otherwise, gaps in priorities will make it challenging for 
any initiatives to move forward promptly.
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Establish Key
Performance Indicators

5



13

Establish Key Performance Indicators

5

How is your performance assessed relative to your goals? What are markers to determine 
if you are meeting such goals as employee job satisfaction (retention and new hire data?), 
student academic achievement (standardized test scores?), and policy enforcements 
(number of disciplinary actions taken throughout the year?) Before the assessment, ensure 
all parties agree on the quantitative and qualitative factors that all stakeholders will use to 
determine your success.

“I visualize where I wanted to be, what kind of player I 
wanted to become.  I knew exactly where I wanted to go, 

and I focused on getting there.” 
Michael Jordan
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Include a
Self-Assessment

6
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The most effective performance evaluations include input not just from the 
reviewee’s supervisor(s) (in this case, the school board), but they must also include 
a self-evaluation. The self-reflection process fosters accountability, reiterates the 
importance of past and future goal-setting, and should prepare the superintendent 
to acknowledge goals not yet achieved, and confidently identify successes of which 
the board may not be aware.

Include a Self-Assessment

6

“Self-reflection is the school of wisdom.” 
Baltasar Gracian
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Compile Relevant 
Documents

7
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Compile Relevant Documents

7

If following a paper-based evaluation process, all participants should be provided with 
copies of relevant documents, such as the superintendent’s contract, last year’s evaluation (if 
applicable), goals established for the year, the evaluation criteria, district mission and vision 
statements, school policies, long-term district plan (if available), and the superintendent’s 
self-evaluation (when complete) to conduct their assessment. Such document compilation 
can be time-consuming and cumbersome. An online performance evaluation solution can 
help streamline such content aggregation.

“The demand for proven results, extensive evaluations,
and data-driven decision making has moved the superintendent from 

the sideline to the frontline of supporting student achievement.” 
(Peterson and Young, 2004, p. 1)
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Break Down Expectations
Categorically

8
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Break Down Expectations Categorically

8

To help organize thoughts and identify areas of strength and weakness, breakdown and 
assess superintendent performance based on predefined categories, such as:
 

 ● Progress toward achieving school mission and vision
 ● Operational efficiency
 ● Student academic performance improvements
 ● Staff development, retention, and relations
 ● Community relations and involvement
 ● Student governing, discipline, and policy standards enforcement
 ● Ethical leadership
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Keep Dialogue Open
Throughout the Year

9
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Keep Dialogue Open Throughout the Year

9

Staff performance for individuals at all levels in all organizations and entities can be amplified 
if attention to expectations is paid not just once a year as part of a year-end evaluation but 
throughout the year. For best results, keep open channels of communication between you 
and the school board and revisit goals, expectations, and achievements quarterly, with the 
final assessment completed annually at the end of the school year, or aligned with the fiscal 
year as appropriate. Such opportunities for constant reflection will help keep all parties 
focused on goal achievement.

“Research shows that superintendents positively impact student 
achievement by fulfilling their duties in a responsive manner (Waters & 
Marzano, 2006) and by utilizing a ‘comprehensive goal-setting process 
to develop board-adopted non-negotiable goals for achievement.’” 

(Waters & Marzano, 2007, p. 14)
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Every person and every process has room for improvement, even evaluation processes. By 
taking the time upfront to set expectations, identify performance indicators, and reflect 
on the roles and responsibilities of all parties, you will be best prepared to conduct an 
actionable and impactful evaluation which can be used to advance the district’s mission 
moving forward.

Your Next Steps
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SuperEval can help your leadership team create
stronger evaluations. 

SuperEval is the only online evaluation tool created for 
school leaders. SuperEval is available in all 50 states 
and even in international schools. Contact us at 
info@SuperEval.com for more information.

About
SuperEval

Strong teams.
Boundelss schools.

Our mission is to strengthen teams through self-
reflection, deeper conversations, and continuous 
growth.

www.SuperEval.com 

Learn More!

@Super_Eval

@SuperEval

@SuperEval

mailto:info%40SuperEval.com?subject=
http://www.SuperEval.com
http://www.SuperEval.com
www.facebook.com/SuperEval
https://twitter.com/Super_Eval
https://www.linkedin.com/company/supereval/
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