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A note about these assessments and metrics
In this first publication of our School System 20/20 Assessments and Metrics,
we provide the details of the questions and metrics used in our case studies
of Lawrence, Massachusetts and Aldine, Texas. Please keep in mind that we see
this work as evolutionary. With each School System 20/20 analysis we learn more,
and our intention is to continue to refine the tools in response to these lessons.
We also welcome input from others involved in this important work. Feel free to
send us feedback at 2020@erstrategies.org. The best way to stay completely up
to date with our methodology is to sign up for our monthly newsletter, where we
will announce the subsequent tools and revisions as they happen. To sign up for
these updates go to: ERStrategies.org/signup.
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Introduction: Tools for District Transformation
Anyone working to improve school systems knows how immensely complicated the task
is. Through more than a decade of partnering with urban school districts nationwide,
Education Resource Strategies (ERS) has seen the vast array of challenges, as well as
the beacons of hope. Drawing from this experience, ERS has identified conditions and
practices that enable districts to achieve significant improvements in student and school
performance. We distilled these insights into School System 20/20.
School System 20/20 includes both a vision for transformative change as well as a
methodology for charting a path and measuring progress toward that change. Using a
data-driven approach, it enables districts to see how resources—people, time, and money—
are deployed, and to identify where they can better meet student and teacher needs. The
goal is to organize system resources so that every school succeeds for every student.
For school systems to meet that goal, we believe they need the following:

Clear strategy
and theory
of action

Better alignment
of resources (people,
time, money) with
student needs

Enabling structure
and policies

Improving
student
outcomes

Continuous Improvement

School System 20/20 assessment tools help district leaders measure and track their
system conditions and resource allocation across seven areas (see next page). Based on
our experience working with districts, on our extensive district database, and on published
research, the tools include both qualitative and quantitative metrics.
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The School System 20/20 Vision
From this:

To this:

Standards

Rigorous, information-age standards
with effective curricula, instructional
strategies, and assessments to
achieve them.

Inconsistent standards that
don’t prepare kids to think critically,
creatively, or collaboratively.
Teaching

Selective hiring, development, and
strategic assignment to schools and
teams. Career path and compensation
enable growth and reward contribution.

Isolated job, limited opportunities
for growth or teaming, and career
and compensation paths unconnected to performance or contribution.
School Design

Schools with restructured teams and
schedules; personalized learning and
support that responds to student needs
and promotes instructional collaboration.

A one-size-fits-all learning
environment with rigid schedules
and class sizes that don’t
accommodate different learning needs.
Leadership

Clear standards and accountability
with the support school leaders need
to succeed.

Limited autonomy, flexibility, and
support that do little to develop
and reward strong leadership.
School Support

A central office that serves as a strategy
partner, leveraging data to increase
efficiency and identify best practices.

Central office focused on compliance
and oversight rather than productive
partnerships with schools.
Funding

Systems that allocate resources—
people, time, and money—equitably,
according to student and school needs.

Wide funding variances across
schools, even after adjusting for
differences in student needs.
Partners

Partnering with families, community
institutions, youth service organizations,
and online instructors to serve
students’ needs.

Schools struggling to provide
the full range of social, emotional,
health, and other services.
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Overview of Assessment Structure
The School System 20/20 analysis involves a comprehensive set of assessments to help
district leaders fully understand and then evaluate the system conditions and resource
use. The analysis includes four separate assessments:
1. Landscape—How hard is the challenge given the specific district context?
2. System Structure and Policy—Has the district created conditions for change?
3. Practice and Resource Use—Are resources used strategically?
4. Impact—Is it working?
In this publication, we provide the assessment questions and metrics for assessments two
and three, which make up the bulk of our analysis—System Structures and Policy, and
Practice and Resource Use. Within each of our seven areas, we have developed a set of
key questions to assess how well the current district situation is aligned with goals. Each
question helps assess either System Structures and Policy or Practice and Resource Use.
For each question, we provide a set of qualitative and quantitative metrics that help
district leaders objectively answer that question. We also provide a set of suggested
principal survey questions to augment the qualitative and quantitative data.

District-Level Assessments
System Structure and Policy

Practice and Resource Use

Constraints and Opportunities
Within District Control

How District Deploys
Resources

Across Seven Focus Areas

Standards

Teaching

School Design

Leadership

School Support

Funding

Partners

Multiple Principles per Area
Key Questions
Metrics

Qualitative Questions

Quantitative Questions
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Principal Survey

Tools
Assessments
To help you navigate through this extensive collection of metrics,
we have broken them out into four sections:
1. Key Questions for each area of transformation
2. F
 ull collection of metrics for System Structure and Policy
Questions (qualitative and quantitative)
3. F
 ull collection of metrics for Practice and Resource Use Questions
(qualitative and quantitative)
4. Principal Survey Questions
About Scoring: For all questions, a score of “1” means less
strategic and a score of “3” means more strategic. For the
quantitative questions, we provide thresholds for scoring.
However, we do not provide the same detailed information for
the qualitative questions. We expect to publish our comprehensive
rubric for the qualitative questions in future editions.
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key Questions for district leaders

Key Questions
for District Leaders
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key Questions for district leaders

Principle

System Structure and Policy

Practice and Resource Use

STANDARDS AND INSTRUCTION
Standards

Does the district publish learning standards, topics of study, and
approved curriculum for all grade levels?

Formative Assessments

Does the district ensure that teachers frequently assess student
progress and use the results to refine their instruction?

Are teachers across the district consistently and frequently assessing
student progress and using the results to refine their instruction?

Instructional Practice

Does the district ensure professional development around common,
cross‐district adult learning needs?

Is instructional practice high quality and aligned with standards?

Does the district have a system for identifying instructional areas in
need of improvement within each school?

Are schools implementing professional development around
common adult learning needs that focus on specific content as well
as pedagogy?

Does the district release a clear teaching effectiveness rubric to
teachers and leaders? Is the rubric clearly aligned with standards?

TEACHING
Defining and Measuring
Effectiveness

Hiring and Assignment

Are core teachers evaluated against the same standards at least
annually?

Are evaluation ratings an accurate assessment of teacher
performance?

Does the district have a rigorous, accurate, and standards‐based
teacher evaluation system that can be used to support hiring,
development, and assignment?

Does the evaluation system result in the ability to differentiate
teachers?

Do district policies encourage the most effective teachers and
leaders to work in the highest need schools?

Do district recruiting practices result in a pool of high‐quality
candidates?

Does the hiring timeline allow for schools to attract top talent?

Do high‐need schools have an equal or higher concentration of
effective teachers?

Does the district leverage the whole value proposition to attract top
teacher talent?

Does the district retain a high‐performing teaching force and
encourage low performers to leave the system?

Does the hiring process result in high‐quality teacher hires?
Career Path and
Compensation

Does the district use its compensation system to leverage high‐
performing teachers to take on additional responsibilities and
extend reach to students or colleagues?
Professional Growth

Does the district enable job‐embedded professional development
for teachers?

Do core subject teachers have individual growth plans, driven by
evaluation and effectiveness data, that build on strengths and
provide support to address weaknesses?

Do principals have a manageable span of review?
Does the district ensure teacher professional development and/or
support at critical career junctures, including induction, remediation,
and transition to leadership as well as support for additional
certification in high‐need areas?

SCHOOL DESIGN
Capacity

Does the district provide a menu of school design templates and
support implementation?

Flexibility

Do schools have the flexibility to vary designs, including hiring,
staffing, schedules, and resource use, based on student, teacher,
and school needs?
Is the district investing in enough instructional time for students?

Instructional Time

Are master schedules aligned with student learning needs?
Does the allocation of instructional time reflect prioritization of core
academics and other highest‐priority areas?

Individual Attention

Does the district enable schools in providing targeted, integrated,
and efficient social and emotional services?

Do schools ensure targeted, integrated, and efficient social and
emotional services?
Have schools made cost‐effective investments in group size as a
lever for individual attention?

Teaching Effectiveness

Are teachers organized into teams that receive or include the
needed support to adjust instruction and improve practice?
Do schools assign teachers to differentiated roles that extend the
reach of highly effective teachers and limit the reach of struggling
Do schools assign the most effective teachers to highest‐priority
areas?

7

key Questions for district leaders

Principle

System Structure and Policy

Practice and Resource Use
Do teacher teams have adequate collaborative time to adjust
instruction and improve practice?
Do teacher teams have effective practices and protocols to adjust
instruction and improve practice?

Special Populations

The district supports schools in appropriately serving struggling
learners, if possible in a general education setting.

Do schools appropriately support struggling learners in general
education setting where possible?
Does the special education service and instructional model focus on
content in addition to learning needs?

LEADERSHIP
Defining and Measuring
Effectiveness

Does the district have a rigorous, accurate, and standards‐based
school leader evaluation system that can be used to support hiring,
development, and assignment?

Hiring and Assignment

Are school leader evaluation ratings an accurate assessment of
school leader performance?
Does the district strategically place its best leaders in the toughest
assignments?
Does the recruiting and hiring process result in high‐quality school
leader hires?

Career Path and
Compensation

Does the district ensure that school leaders' jobs are structured to
be sustainable and stable through principal support and distributed
leadership models?

Does the district retain high‐performing leaders and encourage low
performers to leave the system?

Does the district leverage the whole value proposition to attract top
school leader talent?
Does the district use its compensation system to leverage high‐
performing principals to take on challenging assignments?
Professional Growth

Does the district provide high‐potential leaders with significant
operational support throughout the school year?

Does the district place strong leaders and promising potential
leaders where they can have the greatest impact and growth?

Does the district provide intensive school leadership training?

SCHOOL SUPPORT
Integrated Data

Is data integrated using a system that is easy for administrators,
teachers, and central office staff to access and use?

Do these groups use data to drive resource allocation and other
decisions?

School Support and
Accountability

Are there clear performance targets for which schools and school
leaders are held accountable?

Does the district vary support and resource allocations based on
school needs?

Does the district have an effective process for identifying school
needs?
Do the school planning process and calendar allow a logical and
integrated flow from planning to scheduling to budgeting to hiring
and staffing?
Service Quality and Efficiency

Does the district manage its spending in response to changes in key
cost drivers (e.g., enrollment or funding streams)?
Does the district track the costs and service quality for each central
department?

Turnaround

Does the district's turnaround* strategy ensure transformational
leadership?
Does the district's turnaround* strategy include additional funding,
problem solving, support, and monitoring from the central office?
Does the district's turnaround* strategy include assembling expert
teacher teams?
Does the district's turnaround* strategy provide sufficient expert
instructional support and planning time?
Does the district's turnaround* strategy provide targeted support
for students in need of extra time or tutoring?

FUNDING
Equity

* District-designated turnaround schools, e.g., “Chancellor’s Zone,” or “Turnaround Zone”
Are the district's staffing and funding systems designed to provide
additional resources to students with greater learning needs?
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Does the district provide additional resources to students with
greater learning needs?

Does the district's turnaround* strategy include additional funding,
problem solving, support, and monitoring from the central office?
Does the district's turnaround* strategy include assembling expert
key Questions for district leaders
teacher teams?
Does the district's turnaround* strategy provide sufficient expert
instructional support and planning time?

Principle

Does
the district's
turnaround*
Practice
and Resource
Use strategy provide targeted support
for students in need of extra time or tutoring?

System Structure and Policy

FUNDING
Equity

Principle
Special Populations
Portfolio

Are the district's staffing and funding systems designed to provide
additional
resourcesand
to students
System Structure
Policy with greater learning needs?

The district supports schools in appropriately serving struggling
Do school plans allow equitable access to programs across
learners, if possible in a general education setting.
neighborhoods?
Does the district have a clear and cost‐effective plan for staffing
small (<350) and under‐filled schools?

LEADERSHIP

Does the district make full use of existing facilities?

Defining and Measuring
Effectiveness

Has
created
a portfolio
school types,
Doesthe
thedistrict
districtdeliberately
have a rigorous,
accurate,
and of
standards‐based
grade
sizes to system
meet the
needs
of the
in the
schoollevels,
leaderand
evaluation
that
can be
usedstudents
to support
hiring,
district?
development, and assignment?

Transparency
Hiring and Assignment

Do school budgets provide a clear picture of how and where
resources are allocated?

PARTNERS
Community Resources
Career Path and
Compensation

Family Engagement
Stakeholder Engagement

Professional Growth

Does the district partner with or support schools in partnering with
Does the district ensure that school leaders' jobs are structured to
community or alternative providers?
be sustainable and stable through principal support and distributed
leadership models?

Does the district leverage the whole value proposition to attract top
Does
district
encourage and support schools to partner with
schoolthe
leader
talent?
parents around meeting student learning goals?
Does the district use its compensation system to leverage high‐
Does
the district
engage
with on
thechallenging
local community
around strategic
performing
principals
to take
assignments?
resource planning?
Does the district provide high‐potential leaders with significant
operational support throughout the school year?

Do teacher teams have adequate collaborative time to adjust
instruction and improve practice?
Does
the district
additional
resources
studentstowith
Do teacher
teamsprovide
have effective
practices
andto
protocols
adjust
greater
needs? practice?
Practicelearning
and
Use
instruction
andResource
improve
Do schools appropriately support struggling learners in general
education setting where possible?
Does the special education service and instructional model focus on
content in addition to learning needs?

Are school leader evaluation ratings an accurate assessment of
school leader performance?
Does the district strategically place its best leaders in the toughest
assignments?
Does the recruiting and hiring process result in high‐quality school
leader hires?
Does the school partner with community or alternative providers?
Does the district retain high‐performing leaders and encourage low
performers to leave the system?
Does the school partner with parents around meeting student
learning goals?

Does the district place strong leaders and promising potential
leaders where they can have the greatest impact and growth?

Does the district provide intensive school leadership training?

SCHOOL SUPPORT
Integrated Data

Is data integrated using a system that is easy for administrators,
teachers, and central office staff to access and use?

Do these groups use data to drive resource allocation and other
decisions?

School Support and
Accountability

Are there clear performance targets for which schools and school
leaders are held accountable?

Does the district vary support and resource allocations based on
school needs?

Does the district have an effective process for identifying school
needs?
Do the school planning process and calendar allow a logical and
integrated flow from planning to scheduling to budgeting to hiring
and staffing?
Service Quality and Efficiency

Does the district manage its spending in response to changes in key
cost drivers (e.g., enrollment or funding streams)?
Does the district track the costs and service quality for each central
department?

Turnaround

Does the district's turnaround* strategy ensure transformational
leadership?
Does the district's turnaround* strategy include additional funding,
problem solving, support, and monitoring from the central office?
Does the district's turnaround* strategy include assembling expert
teacher teams?
Does the district's turnaround* strategy provide sufficient expert
instructional support and planning time?
Does the district's turnaround* strategy provide targeted support
for students in need of extra time or tutoring?

FUNDING
Equity

Are the district's staffing and funding systems designed to provide
additional resources to students with greater learning needs?
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Does the district provide additional resources to students with
greater learning needs?

System Structure and policy Metrics

System Structure
and Policy Metrics
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System Structure and policy Metrics
SCORING
Principle

Question

Metric

STANDARDS AND INSTRUCTION
Standards

Formative Assessments

Instructional Practice

Medium

High

1

2

3

The district publishes learning standards,
topics of study, and approved curriculum
for all grades that are aligned with state
standards.

Qualitative Rubric

The district offers a template for scope
and sequence of curriculum that is
aligned to state standards.

Qualitative Rubric

The district provides a curated set of
formative assessments that are aligned
with district standards and curricula.

Qualitative Rubric

The district ensures that teachers and
leaders have timely access to formative
assessment data in an easy‐to‐use
format.

Qualitative Rubric

The district has clear practice standards
defining good teaching that reflect
current research and evidence on
practices that improve student learning
and are aligned with learning standards.

Qualitative Rubric

The district’s rubric to evaluate teachers
is easy to use and understand.

Qualitative Rubric

Does the district have a system for
identifying instructional areas in need of
improvement within each school?

The district has a system for identifying
areas of instructional need in each
school.

Qualitative Rubric

Does the district ensure professional
development around common, cross‐
district adult learning needs?

The district ensures professional
development around common, cross‐
district adult learning needs that is
focused on teaching specific content, not
just general pedagogy.

Qualitative Rubric

Does the district publish learning
standards, topics of study, and approved
curriculum for all grade levels?

Does the district ensure that teachers
frequently assess student progress and
use the results to refine their instruction?

Does the district release a clear teaching
effectiveness rubric to teachers and
leaders? Is the rubric clearly aligned with
standards?

TEACHING
Defining and Measuring
Effectiveness

Low

1
Does the district have a rigorous,
accurate, and standards‐based teacher
evaluation system that can be used to
support hiring, development, and
assignment?

2

The district ensures that there is a
rigorous evaluation process aligned with
rigorous standards (the Common Core)
for teachers that includes a variety of
different measures, including
observations of practice vs. standards
and student outcomes.

Qualitative Rubric

Principals and other evaluators are
supported and held accountable for
timely, accurate, and rigorous evaluations
to support teachers in improving practice.

Qualitative Rubric

The district ensures that principals and
other teacher evaluators have easy
access to teaching effectiveness factors
as well as contextual factors (e.g.,
teaching load, course assignment, and
student measures that are not included in
the outcomes calculation).

Qualitative Rubric
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System Structure and policy Metrics
SCORING
Principle

Hiring and Assignment

Question

Does the hiring timeline allow for schools
to attract top talent?

Metric

Medium

High

Core teachers are evaluated against the
same standards at least annually.

Qualitative Rubric

The district tracks the quality of teacher
candidate sources and supports hiring
accordingly.

Qualitative Rubric

Percentage of teaching vacancies that
have been filled three months prior to
the start of the school year.

Career Path and
Compensation

Low

< 50%

Between
50% and
80%

> 80%

Do district policies encourage the most
effective teachers and leaders to work in
the highest‐need schools?

District policies encourage the most
effective teachers and leaders to work in
the highest‐need schools.

Qualitative Rubric

Does the district leverage the whole value
proposition to attract top teacher talent?

The district leverages the whole value
proposition to attract top talent for
teachers.

Qualitative Rubric

Teacher salary adjusted for contracted
time (e.g., length of day, personal days) is
competitive with surrounding districts
and other local job opportunities.

Qualitative Rubric

Benefit levels and structures are in line
with local private‐sector employers.

Qualitative Rubric

Does the district use its compensation
system to leverage high‐performing
teachers to take on additional
responsibilities and extend reach to
students or colleagues?

Percentage of maximum salary that
teachers can earn by year 10.

< 50%

Between
50% and
75%

> 75%

Ratio of a salary for teachers with 10
years experience and a master's degree
to surrounding districts' average salary.

< 0.8

Between
0.8 and
0.9 or
greater
than 1.1

Between
0.9 and
1.1

Percent of teachers receiving a stipend
who are rated effective or higher.

< 50%

Between
50% and
80%

> 80%

Effective teachers receive differential
compensation for taking on additional
responsibilities, more challenging
assignments, and/or teaching in a subject
or specialty where the market commands
a higher salary.

Qualitative Rubric

District compensation structure and
career paths provide opportunities for
teachers to pursue multiple leadership
paths.

Qualitative Rubric

Percentage of annual total spend on
teacher salary increases tied to increased
responsibility, assignment, or
performance.
Percentage of starting teacher salary
provided in additional compensation for
working in a high‐need school or subject.
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< 50%

Between
50% and
80%

> 80%

< 5%

Between
5% and
15%

> 15%

System Structure and policy Metrics
SCORING
Principle
Professional Growth

Question

Metric
The district ensures teacher professional
development and/or support at critical
career junctures, including induction,
remediation, and transition to leadership
as well as support for additional
certification in high‐need areas.

Qualitative Rubric

Does the district enable job‐embedded
professional development for teachers?

The district invests in expert support to
improve instruction.

Qualitative Rubric

The district ensures that schools have
multiyear professional development
plans.

Qualitative Rubric

Contractual CPT minutes per week.

The collective bargaining agreement
allows for collaborative planning time
(CPT) to take place at schools.

SCHOOL DESIGN

Flexibility

Medium

Does the district ensure teacher
professional development and/or support
at critical career junctures, including
induction, remediation, and transition to
leadership as well as support for
additional certification in high‐need
areas?

The difference between annual teacher
hours and annual student hours.

Capacity

Low

< 150
Between Between
hours or 150 and
205 and
greater 205 hours 400 hours
than 400
hours
< 45 min. Between > 90 min.
per week 45 and 90 per week
min. per
week
Qualitative Rubric

1
Does the district provide a menu of
school design templates and support
implementation?

Do schools have the flexibility to vary
designs, including hiring, staffing,
schedules, and resource use, based on
student, teacher, and school needs?

2

The district provides schools with a menu
of school design templates and building
blocks (schedule, staffing and teacher
team configurations, student groupings,
and interventions) so that each school
can use the template that is the best
match for its priorities and instructional
designs.

Qualitative Rubric

The district supports schools in the
implementation of templates and
building blocks, including providing
training, removing policy barriers, and
providing transition resources.

Qualitative Rubric

Schools have flexibility over how they
spend their budget, including class size
and staffing ratios, and can trade staff
positions, positions for $, and $ for
positions.

Qualitative Rubric

Schools have the flexibility to hire
teachers whose skills and expertise match
school and student needs.

Qualitative Rubric

Schools have the flexibility to vary
teacher teams, assignments, and
schedules with data support in order to
provide time for collaboration and match
resources to student needs.

Qualitative Rubric

Schools have the flexibility to make
schedule changes without a contract
renegotiation or a full faculty vote.

Qualitative Rubric
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High
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System Structure and policy Metrics
SCORING
Principle

Instructional Time

Question

Metric

Is the district investing in enough
instructional time for students?

Low

Medium

High

Schools have the flexibility to focus
professional development time and
budget in high‐priority areas.

Qualitative Rubric

Schools have the flexibility to vary special
education service and instructional
models as long as they meet IEP
requirements.

Qualitative Rubric

Variation in total school hours by school
performance or percentage free and
reduced lunch.

No
variation

Little
variation

Signifi‐
cant
variation

Annual student hours.

< 1,150
hours

Between
1,150 and
1,276

> 1,276
hours

Annual student hours for schools ranked
in the lowest state performance category.

< 1,150
hours

Between > 1,450
1,150 and
hours
1,450
hours
Qualitative Rubric

Individual Attention

Does the district enable schools in
providing targeted, integrated, and
efficient social and emotional services.

The district provides support, including
structures and external resources to
schools to help them provide social and
emotional services.

Special Populations

The district supports schools in
appropriately serving struggling learners,
if possible in a general education setting.

The district regularly monitors special
education placement trends to help avoid
over identification.

Qualitative Rubric

The district provides training and support
for schools and teachers to provide
intervention for struggling learners in a
general education setting.

Qualitative Rubric

LEADERSHIP
Defining and Measuring
Effectiveness

Career Path and
Compensation

1
Does the district have a rigorous,
accurate, and standards‐based school
leader evaluation system that can be
used to support hiring, development, and
assignment?

Does the district leverage the whole value
proposition to attract top school leader
talent?

2

3

The district evaluates principals on clear
practice standards defining good
leadership that reflect current research
and evidence on practices that improve
teaching effectiveness and student
learning.

Qualitative Rubric

The district uses evaluations to determine
compensation and/or new job
responsibilities as well as appropriate
levels of training and support.

Qualitative Rubric

School leader evaluators are supported
and held accountable for timely,
accurate, and rigorous evaluations to
support school leaders in improving
practice.

Qualitative Rubric

Percentage of teachers earning greater
than 75% of average principal
compensation.
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> 25%

Between
25% and
10%

< 10%

System Structure and policy Metrics
SCORING
Principle

Professional Growth

Question

Metric

Medium

The district leverages the whole value
proposition to attract top talent for
principals.

Qualitative Rubric

Underperforming leaders are not eligible
for compensation increases.

Qualitative Rubric

Does the district ensure that school
leaders' jobs are structured to be
sustainable and stable through principal
support and distributed leadership
models?

The district ensures that school leaders'
jobs are structured to be sustainable and
stable through principal support and
distributed leadership models.

Qualitative Rubric

Does the district use its compensation
system to leverage high‐performing
principals to take on challenging
assignments?

Effective leaders receive differential
compensation for taking on additional
responsibilities or more challenging
assignments.

Qualitative Rubric

Does the district provide high‐potential
leaders with significant operational
support throughout the school year?

The district strategically identifies
potential leaders and offers professional
development and support to create
pathways to leadership.

Qualitative Rubric

Does the district provide intensive school
leadership training?

The district ensures intensive school
leadership training matched to
developmental needs throughout a
career.

Qualitative Rubric

SCHOOL SUPPORT
School Support and
Accountability

Low

1
Does the district have an effective
process for identifying school needs?

Are there clear performance targets for
which schools and school leaders are held
accountable?

Does the school planning process and
calendar allow a logical and integrated
flow from planning to scheduling to
budgeting to hiring and staffing?

2

The district has an effective method for
evaluating student needs at each school.

Qualitative Rubric

The district has an effective
method—that is integrated into the
school‐planning process—for evaluating
whether school practices reflect a clear
understanding of student needs, and the
skills and capacity of school‐based staff.

Qualitative Rubric

The district has a systematic way to
assess school performance at each
school.

Qualitative Rubric

The district ensures that schools have
clear targets for performance and
effective resource use.

Qualitative Rubric

There is a continuum of clear
consequences and rewards for schools
and school leaders for consistently
meeting, exceeding, and falling short of
expectations that include additional
support, additional autonomy, leadership
and staff changes, and school closure.

Qualitative Rubric

The school planning process and calendar
allow a logical and integrated flow from
planning to scheduling to budgeting to
hiring and staffing.

Qualitative Rubric

15

High

3

System Structure and policy Metrics
SCORING
Principle
Integrated Data

Question
Is data integrated using a system that is
easy for administrators, teachers, and
central office staff to access and use?

Metric
The district integrates student, teacher,
and resource data in a system that is easy
for administrators, teachers, and central
office staff to access and use.

FUNDING
Equity

Transparency

Portfolio

Low

Medium
Qualitative Rubric

1
Are the district's staffing and funding
systems designed to provide additional
resources to students with greater
learning needs?

Do school budgets provide a clear picture
of how and where resources are
allocated?

Has the district deliberately created a
portfolio of school types, grade levels,
and sizes to meet the needs of the
students in the district?

High

2

3

The district tracks total expenditures for
each school and ensures that resources
are allocated equitably across schools,
adjusting for student and school needs.

Qualitative Rubric

The district's staffing and funding system
is designed to provide additional
resources to students with greater
learning needs.

Qualitative Rubric

Percentage of total district operating
expenses reported on school budgets.

< 60%

Between
60% and
75%

> 75%

The district presents school budgets
internally and externally in a format that
is easy to understand and compare across
schools and that includes all funding
sources.

Qualitative Rubric

The funding formulas that govern the
staff and resources that each school gets
are widely shared and understood.

Qualitative Rubric

The district has deliberately created a
portfolio of school governance types and
decision models (e.g., charter, autonomy)
to reflect district capacity and to meet
the needs of the students in the district.

Qualitative Rubric

The district calculates the cost of
different school types and has a clear
plan for staffing small and specialty
schools to balance access and program
needs with cost‐effectiveness.

Qualitative Rubric

Percentage of schools with an average
grade size less than 45 (in elementary
schools) and less than 125 (in secondary
schools).

> 20%

Between
10% and
20%

< 10%

PreK students as a percentage of
kindergarten students.

< 30%

Between
30% and
75%

> 75%

The district has deliberately created a
portfolio of school program offerings
(e.g., magnet, academy, specialized
programming, themed schools) to meet
the needs of the students in the district.
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Qualitative Rubric

System Structure and policy Metrics
SCORING
Principle

Question

Metric

Low

High

The district has deliberately created a
portfolio of school grade levels and sizes
to meet the needs of the students in the
district.

Qualitative Rubric

School opening and closing decisions
support long‐term portfolio goals.

Qualitative Rubric

Do school plans allow equitable access to
programs across neighborhoods?

Students requiring specialized
programming (eg., gifted, ELL, SPED, etc.)
are assigned to schools in a way that
balances cost, quality and equity
concerns.

Qualitative Rubric

Does the district have a clear and cost‐
effective plan for staffing small (<350)
and under‐filled schools?

Ratio of per‐pupil funding at schools with
enrollment < 350 to the district average.

> 1.2

Does the district make full use of existing
facilities?

Percentage of schools operating at less
than 85% student capacity.

PARTNERS
Does the district partner, or support
schools in partnering, with community or
alternative providers?

Between
1.05 and
1.2

< 1.05

Qualitative Rubric

Do principals at small (<350) schools have
the flexibility to maximize their use of
resources?

Community Resources

Medium

> 80%

Between
20% and
80%

< 20%

1

2

3

The district partners, or supports schools
in partnering, with community providers
to offer enrichment and social services
support in a way that best meets the
needs of the district.

Qualitative Rubric

The district partners, or supports schools
in partnering, with community or
alternative providers to offer non‐core
instruction in a way that best meets the
needs of the district.

Qualitative Rubric

The district partners, or supports schools
in partnering, with community or
alternative providers to offer professional
development, academic support, or other
services in a way that best meets the
needs of the district.

Qualitative Rubric

Family Engagement

Does the district encourage and support
schools to partner with parents around
meeting student learning goals?

The district encourages and supports
schools to partner with parents around
meeting student learning goals.

Qualitative Rubric

Stakeholder Engagement

Does the district engage with the local
community around strategic resource
planning?

The district engages the local community
around strategic resource use planning.

Qualitative Rubric
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Practice and Resource Use Metrics

Practice and
Resource Use Metrics
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Practice and Resource Use Metrics
SCORING
Principle

Question

Metric

STANDARDS AND INSTRUCTION

Low

Medium

High

1

2

3

Formative Assessments

Are teachers across the district
consistently and frequently assessing
student progress and using the results to
refine their instruction?

Teachers use formative assessments
frequently to assess their students'
progress and to refine their instruction
accordingly.

Qualitative Rubric

Instructional Practice

Are schools implementing professional
development around common adult
learning needs that focus on specific
content as well as pedagogy?

Schools offer professional development
around common adult learning needs
that focus on specific content as well as
pedagogy.

Qualitative Rubric

Is instructional practice high quality and
aligned with standards?

Schools consistently provide high‐quality
instruction that is aligned with standards.

Qualitative Rubric

TEACHING
Defining and Measuring
Effectiveness

Are evaluation ratings an accurate
assessment of teacher performance?

1

2

3

Correlation between value‐add teacher
evaluation measures and non‐value‐add
teacher evaluation measures (e.g.,
observations).

< 10%

Between
10% and
25%

> 25%

Ratio of percentage of math and ELA
teachers rated effective or higher to
percentage of students with higher than
state average growth in math and ELA.

> 3.5

Between
1.5 and
3.5

< 1.5

Qualitative Rubric

Evaluation ratings are an accurate
assessment of teacher performance.
Does the evaluation system result in the
ability to differentiate teachers?

Percentage of teachers rated in
evaluation categories other than
"effective."

< 5%

Hiring and Assignment

Do district recruiting practices result in a
pool of high‐quality candidates?

District recruiting practices result in a
pool of high‐quality candidates.

Does the hiring process result in high
quality teacher hires?

Average rating of novice teachers relative
to average rating of non‐novice teachers.
The hiring process results in high‐quality
teacher hires.

Do high‐need schools have an equal or
higher concentration of effective
teachers?

Distribution of teaching effectiveness
across schools by performance or
percentage free and reduced lunch.
The district deliberately places its best
teachers in its most critical assignments.
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> 10%

Qualitative Rubric

The district's teaching effectiveness
measures result in the ability to
differentiate teachers.
Percentage of teachers rated in the
lowest evaluation category.

Between
5% and
10%

< 1.5%

Between
> 3%
1.5% and
3%
Qualitative Rubric

< 0.6

Between
0.6 and
0.8

> 0.8

Qualitative Rubric
< 0.95

Between
0.95 and
1.05

> 1.05

Qualitative Rubric

Practice and Resource Use Metrics
SCORING
Principle

Question

Metric

Career Path and
Compensation

Does the district retain a high‐performing
teaching force and encourage low
performers to leave the system?

Retention rate of the most effective
teachers.

Ratio of attrition rate of most effective
teachers to attrition rate of least effective
teachers.

Professional Growth

Do principals have a manageable span of
review?

Do core subject teachers have individual
growth plans, driven by evaluation and
effectiveness data, that build on
strengths and provide support to address
weaknesses?

Does the allocation of instructional time
reflect prioritization of core academics
and other highest‐priority areas?

Medium

High

< 0.88

Between
.88 and
.93

> 0.93

<1

Between 1
and 3

>3

Underperforming teachers are not
eligible for compensation increases.

Qualitative Rubric

Schools consistently retain high‐
performing teachers and exit low‐
performing/ineffective teachers.

Qualitative Rubric

Average teacher evaluator load.

> 40

< 15

Qualitative Rubric

The district offers additional teacher
professional development resources
and/or support at schools with a high
concentration of new or low‐performing
teachers.

Qualitative Rubric

School leaders use evaluation measures
to support and develop all teachers,
retaining and promoting strong
performers and managing out the lowest
performers.

Qualitative Rubric

Teachers in core subjects (math, ELA,
science, social studies, world language)
have an individualized growth plan that
builds on their strengths and addresses
their weaknesses.

Qualitative Rubric

Annual student hours spent in core
academic subjects.

1

2

3

< 775

Between
775 and
950 or
> 1,100

Between
950 and
1,100

Qualitative Rubric

Do schools prioritize instructional time
for core academic subjects?
Are master schedules aligned with
student learning needs?

Between
15 and 40

Do principals have a manageable span of
review?

SCHOOL DESIGN
Instructional Time

Low

Ratio of below‐proficient student time in
math to proficient student time in math.

< 1.2

Between
1.2 and
1.5

> 1.5

Ratio of below‐proficient student time in
ELA to proficient student time in ELA.

< 1.2

Between
1.2 and
1.5

> 1.5

Percentage of below‐proficient students
with greater than average time in math.

< 50%

Between
50% and
80%

> 80%

Percentage of below‐proficient students
with greater than average time in ELA.

< 50%

Between
50% and
80%

> 80%
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Practice and Resource Use Metrics
SCORING
Principle

Question

Metric

Low

Teaching Effectiveness

Have schools made cost‐effective
investments in group size as a lever for
individual attention?

High

Qualitative Rubric

Do below‐proficient students get
additional time in math and ELA?
Individual Attention

Medium

Ratio of below‐proficient student 9th
grade ELA class size to proficient student
9th grade ELA class size.

> 0.8

Between
0.5 and
0.8

< 0.5

Ratio of below‐proficient student 9th
grade math class size to proficient
student 9th grade math class size.

> 0.8

Between
0.5 and
0.8

< 0.5

Average elementary school class size.

< 17

Between
17 and 25
Between
50% and
80%

> 25

Percentage of schools in the lowest state
performance categories with average K‐3
class size under 17.

< 50%

> 80%

Average secondary school ELA class size.

< 14

Average secondary school math class
size.

< 14

Average 6th grade ELA teacher load (total
number of students taught by a given
teacher).

> 100

Average 9th grade ELA teacher load (total
number of students taught by a given
teacher).

> 110

Between
85 and
110

< 85

Average 6th grade math teacher load
(total number of students taught by a
given teacher).

> 110

Between
85 and
110

< 85

Average 9th grade math teacher load
(total number of students taught by a
given teacher).

> 125

Between
100 and
125

< 125

Ratio of average secondary math and ELA
class size to the average non‐core class
size (excluding PE).

> 80%

Between
60% and
80%

< 60%

14 to 17 Between
or 29 to 17 and 29
32
14 to 17 Between
or 29 to 17 and 29
32
Between
< 75
75 and
100

Do schools vary class size as a way of
targeting individual attention?

Qualitative Rubric

Do schools vary teacher load as a way of
targeting individual attention?

Qualitative Rubric

Do schools target individual attention by
distinguishing between core and non‐
core classes?

Qualitative Rubric

Do schools ensure targeted, integrated,
and efficient social and emotional
services?

Do schools provide access to targeted
social and emotional services for
students?

Qualitative Rubric

Are teachers organized into teams that
receive or include the support needed to
adjust instruction and improve practice?

Percentage of teaching teams that have
at least one highly effective teacher.

Teacher‐to‐coach ratio
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< 50%

Between
50% and
80%

> 80%

> 50

Between
25 and 50

< 25

Practice and Resource Use Metrics
SCORING
Principle

Question

Metric

Low

Teacher‐to‐teacher‐leader ratio

> 30

Are teachers organized into teams that
receive or include the support needed to
adjust instruction and improve practice?

Do schools assign teachers to
differentiated roles that extend the reach
of highly effective teachers and limit the
reach of struggling teachers?

Do schools appropriately support
struggling learners in general education
setting where possible?

Do teacher teams have effective practices
and protocols to adjust instruction and
improve practice?

Qualitative Rubric

Percentage of schools with novice
teachers that offer lower loads for novice
math teachers versus experienced math
teachers.

< 50%

Between
50% and
80%

> 80%

Percentage of schools with novice
teachers that offer lower loads for novice
ELA teachers versus experienced ELA
teachers.

< 50%

Between
50% and
80%

> 80%

Percentage of schools with ineffective
teachers that offer lower loads for
ineffective teachers versus effective
teachers.

< 50%

Between
50% and
80%

> 80%

Qualitative Rubric

Ratio of students below proficient in ELA
with a highly effective ELA teacher to
students proficient in ELA with a highly
effective ELA teacher.

< 0.95

Between
.95 and
1.1

> 1.1

Ratio of students below‐proficient in
math with a highly effective math teacher
to students proficient in math with a
highly effective math teacher.

< .95

Between
0.95 and
1.1

> 1.1

Percentage of students with an
Individualized Education Plan (IEP).

Qualitative Rubric

Are school leader evaluation ratings an
accurate assessment of school leader
performance?

> 15%

Between
11% and
15%

< 11%

Do schools appropriately support
struggling learners in the general
education setting where possible?

Qualitative Rubric

Does the special education service and
instructional model focus on content in
addition to learning needs?

Qualitative Rubric

LEADERSHIP
Defining and Measuring
Effectiveness

Between
< 15
15 and 30
Qualitative Rubric

Qualitative Rubric

Schools consistently assign the most
effective teachers to the highest‐priority
areas.
Special Populations

High

Do teacher teams have adequate
collaborative time to adjust instruction
and improve practice?

Do novice math teachers have lower
teaching loads than experienced math
teachers?
Do schools assign the most effective
teachers to highest‐priority areas?

Medium

Percentage of principals rated in
evaluation categories other than
"effective."
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1

2

3

< 5%

Between
5% and
10%

> 10%

struggling learners in general education
setting where possible?

Practice and

Principle

Individualized Education Plan (IEP).

Do schools appropriately support
struggling learners in the general
Resource
Use Metrics
education setting where possible?
Does the special education service and
instructional model focus on content in
addition to learning needs?
Metric

Question

LEADERSHIP
Defining and Measuring
Effectiveness
Principle
Hiring
and Assignment

Hiring and Assignment

Career Path and
Compensation

Professional Growth
Career Path and
Compensation

SCHOOL
SUPPORT
Professional
Growth
Integrated Data

School
Support
and
SCHOOL
SUPPORT
Accountability
Integrated Data

Are school leader evaluation ratings an
accurate
assessment of school leader
Question
Does
the recruiting and hiring process
performance?
result in high‐quality school leader hires?
Does the district strategically place its
best leaders in the toughest assignments?
Does the recruiting and hiring process
result in high‐quality school leader hires?
Does the district strategically place its
best leaders
in the
toughest
assignments?
Does
the district
retain
high‐performing
leaders and encourage low performers to
leave the system?

SCORING

Low

High

1 Qualitative
2 Rubric 3
SCORING

< 5%

Between
> 10%
5%
and
Low Qualitative
Medium
Rubric High
10%
Qualitative Rubric

< 95%

Between > 105%
95% and
Qualitative
105%Rubric

Does the recruiting and hiring process
percentage.
result
in high
quality school
leader
hires?
The district
strategically
places
its best

leaders in the toughest assignments.
Distribution of principal effectiveness
across
byrates
free and
reduced
lunch
Ratio ofschools
attrition
of most
effective
percentage.
principals to attrition rates of least

Medium

Qualitative Rubric
< 95%
<1

The district
strategically places its best
effective
principals.
leaders in the toughest assignments.

Between
95% and1
Between
105%
and
3

> 105%
>3

Qualitative Rubric
Qualitative Rubric
Between 1
>3
and 3

Does the district place strong leaders and
promising
potential
Do
these groups
useleaders
data towhere
drive they
can have allocation
the greatest
impact
resource
and
other and
decisions?
growth?

The district places promising potential
leaders and
where
theyleaders
can have
the greatest
District
school
leverage
data
impact
growth.
to
makeand
policy
and resource allocation

Does the district vary support and
resource allocations based on school
Do these groups use data to drive
needs?
resource allocation and other decisions?

Instructional superintendent span of
control.
District and school leaders leverage data
to make policy
and resource allocation
Instructional
superintendent
span of
decisions.
control
for turnaround schools.

> 120

Instructional
superintendent
span of
The
district has
a method to actively
control for
turnaround
manage
central
costs. schools.
The district varies support and resource
allocations based on school needs.

> 12 Qualitative
BetweenRubric
7
<7
and 12

Service Quality and Efficiency

Does the district manage its spending in
response to change in key cost drivers
(e.g., enrollment or funding streams)?

Does the district manage its spending in
response to change in key cost drivers
(e.g., enrollment or funding streams)?
Does the district track the costs and
service quality for each central
department?

Turnaround

Qualitative Rubric

The district places promising potential
Ratio ofwhere
attrition
rates
most
effective
leaders
they
canofhave
the
greatest
principals
attrition rates of least
impact
andtogrowth.
effective principals.

Does the district vary support and
resource allocations based on school
needs?

Turnaround

The district evaluation process that
results in the ability to differentiate
Percentage
of principals rated in
school
leaders.
evaluation
categories
other than
Metric
Does
the recruiting and hiring process
"effective."
result in high quality school leader hires?
The district evaluation process that
results in theofability
to differentiate
Distribution
principal
effectiveness
school
leaders.
across schools by free and reduced lunch

Qualitative Rubric

Does the district place strong leaders and
Does the district
retain
high‐performing
promising
potential
leaders
where they
leaders
low performers
to
can
haveand
theencourage
greatest impact
and
leave the system?
growth?

School Support and
Accountability

Service Quality and Efficiency

11% and
15%

Does the district's turnaround* strategy
ensure transformational leadership?
Does the district track the costs and
service quality for each central
Does the district's turnaround* strategy
department?
include assembling expert teacher
Does the district's turnaround* strategy
teams?
ensure transformational leadership?
Does the district's turnaround* strategy
include assembling expert teacher
teams?

<1

1 Qualitative
2 Rubric 3
Qualitative Rubric

decisions.

Instructional
superintendent
of
The
district varies
support andspan
resource
control. based on school needs.
allocations

Between
< 312
2
12 and 20
Qualitative Rubric

> 12

Between 7
<7
and 12
> 20 Qualitative
Between
Rubric < 12
12 and 20

Qualitative Rubric

The district manages its spending in
The district
a method
actively
response
tohas
change
in keyto
cost
drivers
manage
central costs.
(e.g.,
enrollment
or funding streams).

Qualitative Rubric
Qualitative Rubric

The district has a method to actively
The district
manages
its spending in
manage
service
quality.
response to change in key cost drivers
(e.g., enrollment
or fundingleader
streams).
There
is a transformational
at

Qualitative Rubric
Qualitative Rubric

every turnaround school.
The district has a method to actively
manage service quality.
Percentage of teachers in turnaround
schools that are rated highly effective.
There is a transformational leader at
every turnaround school.
The district’s turnaround strategy
includes assembling expert teacher
Percentage of teachers in turnaround
teams.
schools that are rated highly effective.

23The district’s turnaround strategy

includes assembling expert teacher
teams.

Qualitative Rubric
Qualitative Rubric
< 10%

Between
> 25%
10% and
Qualitative
25% Rubric

Qualitative Rubric
< 10%

Between
10% and
25%

> 25%

Qualitative Rubric

(e.g., enrollment or funding streams)?

Practice and

Principle
Turnaround

Principle

The district manages its spending in
response to change in key cost drivers
Resource Use Metrics
(e.g., enrollment or funding streams).
The district has a method to actively
manage service quality.

Metric

Low

Does the district's turnaround* strategy
ensure transformational leadership?

There
is ateachers
transformational
Ratio of
to coachesleader
in at
every
turnaround
school.
turnaround schools.

Rubric < 12
> 18 Qualitative
Between
12 and 18

Does the district's turnaround* strategy
Does
thesufficient
district's expert
turnaround*
strategy
provide
instructional
include
expert
teacher
supportassembling
and planning
time?
teams?

The district’s turnaround strategy
Percentage
of teachers
in turnaround
provides sufficient
expert
instructional
schools
rated time.
highly effective.
supportthat
and are
planning

Does the district's turnaround* strategy
provide
targeted support for students in
Question
need of extra time or tutoring?

The
The district’s
district’s turnaround
turnaround strategy
strategy
includes
assembling
expert
teacher
provides
targeted
support
for
students in
Metric
teams.
need of extra time or tutoring.
Ratio of teachers to coaches in
turnaround
Incrementalschools.
turnaround funding as a

Does the district's turnaround* strategy
provide targeted support for students in
need of extra time or tutoring?

Equity

Does the district's turnaround* strategy
Does
theadditional
district provide
additional
include
funding,
problem‐
resources
to students
with greater
solving, support,
and monitoring
from the
learning
needs?
central office?

PARTNERS
Community Resources

PARTNERS
Community Resources

The
district’softurnaround
strategyfunding.
percentage
average per‐pupil
provides sufficient expert instructional
support and planning time.

Incremental turnaround funding as a
Degree
of school‐to‐school
equityfunding.
based
percentage
of average per‐pupil
on variance in funding and need.

Does the district provide additional
resources to students with greater
learning needs?
Do schools partner with community or
alternative providers?

Degree of school‐to‐school equity based
on variance in funding and need.
Students with greater learning challenges
Do schools partner with community or
(including special education students,
alternative providers for non‐core
English language learners, students in
instruction, enrichment, social services
poverty, and off‐track/struggling
support, professional services, academic
students) receive additional resources
support or other services?
sufficient to support these needs.

Medium

< 10%

High

Qualitative Rubric
Between
> 25%
10% and
25%

SCORING

Qualitative
Qualitative Rubric
Rubric

Low

Medium

High

> 18

Between

< 12

and 18
No addi‐ 12
Between
> 10%
tionalQualitative
0% andRubric
funding
10%

The district’s turnaround strategy consists
The
district’s funding,
turnaround
strategy
of additional
problem‐solving,
provides
targeted
supportfrom
for students
in
support, and
monitoring
the central
need
office.of extra time or tutoring.

Students
withturnaround
greater learning
challenges
The district’s
strategy
consists
(including
special
education
students,
of
additional
funding,
problem‐solving,
English language
learners,from
students
in
support,
and monitoring
the central
poverty,
office. and off‐track/struggling
students) receive additional resources
sufficient to support these needs.

FUNDING
Equity

SCORING
Qualitative
Rubric

Does the district track the costs and
service quality for each central
Question
department?

Does the district's turnaround* strategy
Does
theadditional
district's funding,
turnaround*
strategy
include
problem‐
provide support,
sufficientand
expert
instructional
solving,
monitoring
from the
support
and planning time?
central office?

FUNDING

Qualitative Rubric

Qualitative Rubric
Qualitative Rubric

1

No addi‐
Low
tional
equity
funding

2

Between
Med
0%
and
equity
10%

3

> 10%
High
equity

Qualitative Rubric

1

2

3

Low
equity

Med
equity

High
equity

1

2

3

Qualitative Rubric
Qualitative Rubric

Do schools partner with parents around
meeting student learning goals?

How involved are parents in partnering
with schools to meet student learning
goals?

Qualitative Rubric

Do schools partner with community or
alternative providers?

Do schools partner with community or
alternative providers for non‐core
instruction, enrichment, social services
support, professional services, academic
support or other services?

Qualitative Rubric

Do schools partner with parents around
meeting student learning goals?

How involved are parents in partnering
with schools to meet student learning
goals?

Qualitative Rubric

1

2

3

* District-designated turnaround schools, e.g., “Chancellor’s Zone,” or “Turnaround Zone”
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Principal Survey

Principal Survey
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Principal Survey
Principle

System Structure (SS) or
Practice and Resource
Use (P/RU)

Question

Metric

Are core teachers evaluated against the same standards
at least annually?

How often do you evaluate your core subject teachers
(i.e., math, ELA, science, social studies and foreign
language) against the same standards.

Does the evaluation system result in the ability to
differentiate teachers?

The teacher evaluation process allows me to
differentiate teachers.

P/RU

Are evaluation ratings an accurate assessment of teacher
performance?

Our teacher evaluation system is accurate.

P/RU

Does the hiring timeline allow for schools to attract top
talent?

The district’s hiring timeline allows me to attract top
talent to my school.

SS

Does the hiring process result in high‐quality teacher
hires?

There are enough effective teachers at our school to
enact our transformation plan/achieve our student
performance goals.

P/RU

Do district recruiting practices result in a pool of high‐
quality candidates?

My district pre‐screens a pool of high‐quality
applicants from which I can hire.

P/RU

Does the district retain a high‐performing teaching force
and encourage low performers to leave the system?

I am able to consistently retain high‐performing
teachers in my school.

P/RU

I am able to exit consistently low‐
performing/ineffective teachers in my school.
We have teacher leader roles and others that allow
teachers to take on more responsibility for a stipend or
increased pay at our school.

P/RU

TEACHING
Defining and Measuring
Effectiveness

Hiring and Assignment

Career Path and
Compensation

Does the district use its compensation system to leverage
high‐performing teachers to take on additional
responsibilities and extend reach to students or
colleagues?

Professional Growth

If yes to previous question, teacher leader roles are
held by highly effective teachers.
How many teachers are you responsible for
evaluating?

Do principals have a manageable span of review?

SS

SS

SS
P/RU

Does the district enable job‐embedded professional
development for teachers?

The district invests sufficiently in professional growth
and support opportunities for teachers that address
our school’s unique challenges.

SS

Do core subject teachers have individual growth plans,
driven by evaluation and effectiveness data, that build on
strengths and provide support to address weaknesses?

Teachers in core subjects (math, ELA, science, social
studies, world language) at our school have an
individualized growth plan that builds on their
strengths and addresses their weaknesses.

P/RU

Do schools have the flexibility to vary designs, including
hiring, staffing, schedules, and resource use, based on
student, teacher, and school needs?

I can make changes to my school’s schedule and
staffing without a full faculty vote.

SS

I have authority over a significant portion of my
school’s staffing and budget and can swap staffing
positions and trade dollars for staff or staff for dollars.

SS

I have flexibility to hire the right teachers to meet my
school’s needs.

SS

SCHOOL DESIGN
Flexibility

Instructional Time

Have schools given their struggling students sufficient
time in core?

What practices around time are consistently used in
your school to provide additional support to struggling
students?

P/RU

Individual Attention

Have schools made cost‐effective investments in group
size as a lever for individual attention?

What practices around attention are consistently used
in your school to provide additional support to
struggling students?

P/RU

Does the district enable schools in providing targeted,
integrated, and efficient social and emotional services?

What practices are consistently used to build personal
relationships between students and adults in your
school?

SS

Does your school provide access to targeted social and
emotional services for students?

SS
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Principal Survey
System Structure (SS) or
Practice and Resource
Use (P/RU)

Principle

Question

Metric

Teaching Effectiveness

Do schools assign teachers to differentiated roles that
extend the reach of highly effective teachers and limit the
reach of struggling teachers?

What percentage of your teaching teams have at least
one highly effective teacher?

P/RU

What percentage of teams are led by an expert
facilitator (may be a teacher on the team)?

P/RU

What practices are consistently used to match teacher
expertise to student needs through any of the
following methods?

P/RU

Are teachers organized into teams that receive or include
the needed support to adjust instruction and improve
practice?

What percentage of your teachers meet regularly with
a team that shares content to plan and adjust
instruction?

P/RU

Do teacher teams have adequate collaborative time to
adjust instruction and improve practice?

How many minutes each week do teams that share
content meet?

P/RU

Do teacher teams have effective practices and protocols
to adjust instruction and improve practice?

Teacher teams have protocols and processes to
organize time and be accountable for using the time
well.

P/RU

Teacher teams track student learning needs and
progress over time and use the results to refine their
instruction.

P/RU

My school’s leaders and teachers are trained and
proficient in using data to inform school improvement
and classroom practice.

P/RU

In high‐priority areas, how often do teams of teachers
adjust student schedules, groupings, or teacher
assignments to better meet their learning needs (e.g.,
change intervention‐period assignment based on
specific needs)?

P/RU

Do your SPED and GenEd teachers collaborate
regularly over content and students?

P/RU

What practices are consistently used in your school to
support ELL and special education students?

P/RU

Does the special education service and instructional
model focus on content in addition to learning needs?

How many of your SPED teachers are dual‐certified
(content area and special population)?

P/RU

Defining and Measuring
Effectiveness

Does the district have a rigorous, accurate, and standards‐
based school leader evaluation system that can be used to
support hiring, development, and assignment?

I am evaluated against clear and rigorous performance
standards.

Career Path and
Compensation

Does the district retain high‐performing leaders and
encourage low performers to leave the system?

Consistently ineffective school leaders within my
district are held accountable.

Does the district use its compensation system to leverage
high‐performing principals to take on challenging
assignments?

I am compensated fairly relative to other instructional
positions in the district.

SS

Does the district ensure that school leaders' jobs are
structured to be sustainable and stable through principal
support and distributed leadership models?

How likely are you to recommend to a qualified peer to
work as a school leader in your district?

SS

Does the district provide intensive school leadership
training?

The district provides me with the support and training I
need to be effective.

SS

Does the district place strong leaders and promising
potential leaders where they can have the greatest impact
and growth?

My current school assignment provides me the
greatest opportunity to have impact and grow
professionally.

Special Populations

Do schools appropriately support struggling learners in
general education setting where possible?

LEADERSHIP

How often are you evaluated?

Professional Growth
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SS

SS
P/RU

P/RU

Principal Survey
Principle

Question

Metric

System Structure (SS) or
Practice and Resource
Use (P/RU)

Effective school leaders within my district are given
opportunities to grow with challenging assignments.

P/RU

SS

SCHOOL SUPPORT
School Support and
Accountability

Are there clear performance targets for which schools and
school leaders are held accountable?

My school has learning/performance goals that are
widely known and understood by school faculty and
staff.

Service Quality and Efficiency

Does the district track the costs and service quality for
each central department?

I receive high‐quality service at a reasonable cost from
my central office.

Do school budgets provide a clear picture of how and
where resources are allocated?

I receive timely, useful data on student performance
and school resource use (e.g., staffing, scheduling,
student grouping) to support budgeting and other
decision making.

SS

I understand how positions and dollars are allocated to
my school.

SS

My school partners with community providers to offer
enrichment and social services support.

P/RU

My school partners with community or alternative
providers to offer instruction in non‐core/elective
subjects.

P/RU

My school partners with community or alternative
providers to offer professional development, academic
support, or other services in a way that best meets the
needs of the district.

P/RU

How involved are parents at your school in partnering
with your school to meet student learning goals?

P/RU

P/RU

FUNDING
Transparency

PARTNERS
Community Resources

Does the school partner with community or alternative
providers?

Does the school partner with parents around meeting
student learning goals?

28

Principal Survey

Explore our online tools at
ERStrategies.org/tools:

Resource Check
Free online tool to get a quick assessment
of your district’s conditions and resource use
against the School System 20/20 vision.
School Budget Hold’em
An interactive exploration of the thoughtful
trade-offs school administrators must make to
use budgets strategically and move closer to
the School System 20/20 vision.
DREAM
A district budgeting visioning tool that allows
you to adjust key cost levers and see instantly
the impact of these changes.
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Education Resource Strategies (ERS) is a non-profit organization dedicated
to transforming how urban school systems organize resources—people, time, and
money—so that every school succeeds for every student.
ERS provides innovative tools to help districts achieve their transformation goals.
The School System 20/20 assessment tools help district leaders understand whether
their district policies, structures, and practices create the conditions for improving
student performance at scale—and how well their resources are aligned with the areas
most critical to improving student outcomes. Based on our experience working with
districts, on our extensive district database, and on published research, the tools use
qualitative and quantitative metrics to evaluate two key areas of district performance:
• System Structure and Policy — To assess how well the system supports
strategic practice and resource use across the seven School System 20/20
transformation areas.
• Practice and Resource Use — To evaluate actual practice and resource use
across all seven School System 20/20 transformation areas.
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