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Purpose & Process 

Purpose of the Evaluation 

The annual evaluation of the Co-Superintendents is among the Board's most important governance 
responsibilities. It serves three interdependent purposes: (1) to hold the Co-Superintendents 
accountable for performance aligned with the Board's priorities and professional standards; (2) to 
strengthen the Co-Superintendent–Board partnership through structured, evidence-based dialogue; and 
(3) to support the Co-Superintendents' continued professional growth and the district's organizational 
learning. 

This instrument is designed to produce a fair, transparent, evidence-based evaluation that avoids the 
common pitfalls of executive review — including averaging individual opinions, substituting anecdote for 
evidence, or treating evaluation as a compliance exercise rather than a strategic conversation. 

Framework Foundation 

This instrument is grounded in the following research and professional standards: 

•​ California Professional Standards for Education Leaders (CPSEL), adopted by the California Commission on 
Teacher Credentialing (2014) 

•​ AASA Professional Standards for the Superintendency and the AASA Whitepaper, "Evaluating the 
Superintendent" (DiPaola, 2010) 

•​ California School Boards Association (CSBA) Guidance on Superintendent Evaluation 

•​ Joint Committee on Standards for Educational Evaluation (JCSEE) Personnel Evaluation Standards — 
propriety, utility, feasibility, and accuracy 

•​ Cross-industry executive evaluation best practices drawn from corporate, nonprofit, and public-sector 
governance research 

 

Evaluation Domains 

This instrument evaluates performance across seven domains that together reflect the full scope of 
Co-Superintendent responsibility: 

•​ Domain 1: Board Governance & Relations 

•​ Domain 2: Communication & Community Relations 

•​ Domain 3: Vision, Strategic Leadership & District Culture 

•​ Domain 4: Instructional Leadership & Student Achievement 

•​ Domain 5: Organizational Management & Operations 

•​ Domain 6: Human Resources & Talent Development 

•​ Domain 7: Ethics, Integrity & Professional Growth 

 

Each domain includes a Standard Statement, performance indicators, and a four-level rubric. 
Portfolio-specific indicators are marked where accountability differs between the two Co-Superintendent 
roles. See Appendix A for a summary of portfolio responsibilities. 

Performance Rating Scale 

Each indicator is rated on the following four-point scale: 
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4 — DISTINGUISHED 
Performance significantly surpasses expectations. The Co-Superintendent is 
recognized as a role model whose practice strengthens the district. 

3 — PROFICIENT 
Performance consistently meets and at times exceeds expectations. This is the 
expected level for an experienced Co-Superintendent. 

2 — DEVELOPING 
Performance partially meets expectations. Growth is needed in specific aspects. 
Appropriate for areas of focused professional learning. 

1 — UNSATISFACTORY 
Performance does not meet expectations. Significant improvement is required. A 
formal improvement plan with specific expectations, resources, timelines, and 
benchmarks should be developed. 

 

Calibration Note for Board Members 

Rating 3 — Proficient is the expected baseline for an experienced Co-Superintendent. It is not a mediocre rating — it 
reflects competent, consistent performance. Boards sometimes default toward 3 for all indicators regardless of 
evidence, a well-documented phenomenon in performance evaluation research called central tendency bias. 

To calibrate well: ask yourself whether the evidence genuinely demonstrates performance that exceeds expectations 
in a meaningful way before assigning a 4. Similarly, ask whether the evidence reflects a specific growth area — not a 
personal impression — before assigning a 2. Ratings should always be supported by artifacts (see below). If the 
evidence does not clearly differentiate, Proficient is the appropriate rating. 

 

Evidence & Artifacts 

All ratings must be supported by evidence. The Board's evaluation should be grounded in observable, 
documentable artifacts — not impressions, anecdotes, or secondhand accounts. The 
Co-Superintendent's self-assessment will include supporting artifacts; Board members should also draw 
on their own direct observations and review of district materials throughout the year. 

Acceptable artifact types include: 

ARTIFACT / EVIDENCE TYPE EXAMPLES 

Board Materials, Reports & Presentations Agenda items, staff reports, budget presentations, policy 
recommendations, board updates, strategic plan 
progress reports 

Documented Outcomes & Data Student achievement data, climate survey results, fiscal 
health indicators, program evaluation outcomes, audit 
findings, enrollment/retention trends 

Formal Communications Memos, superintendent letters, community 
communications, press releases, collective bargaining 
correspondence, legal notices 

Direct Observation in Official Settings Board meeting conduct, public presentations, cabinet 
and leadership team facilitation, community forums, 
professional association engagement 
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Statements such as "I heard from a parent," "staff said," or "in my opinion" do not constitute evidence for 
rating purposes. They may inform the Board's questions for the evaluation conference but should not 
drive ratings. 

Process Overview 

The evaluation follows this sequence: 

1.​ Goal-Setting: At the start of the evaluation cycle, Board and Co-Superintendents collaboratively 
establish annual goals aligned to district priorities. 

2.​ Ongoing Communication: Board and Co-Superintendents maintain regular check-ins throughout 
the year to discuss progress, surface concerns, and prevent surprises. 

3.​ Self-Assessment Submission: Each Co-Superintendent completes a written self-assessment with 
supporting evidence and submits it to the Board no less than five business days before the 
closed session evaluation meeting. Board members should review the self-assessment carefully 
before completing this instrument. 

4.​ Individual Board Member Review: Each trustee completes this instrument individually, drawing 
on evidence from Board meetings, reports, community contact, and the Co-Superintendent's 
self-assessment. 

5.​ Board Consensus in Closed Session: The Board meets in closed session to reach collective 
judgment on a single, unified evaluation. The Board speaks as one body, not as individual voices. 
See the Closed Session Facilitation Protocol below. 

6.​ Evaluation Conference: The Board shares the consensus evaluation with the Co-Superintendent 
in closed session. The Co-Superintendent has the opportunity to respond, ask clarifying 
questions, and contribute to the final document. 

7.​ Final Signed Evaluation: The final consensus evaluation is signed by the Board President and the 
Co-Superintendent and placed in the personnel file. 

8.​ Goal-Setting for Next Cycle: The evaluation informs goal-setting for the following year, closing 
the loop between performance and continuous improvement. 

 

Closed Session Facilitation Protocol 

A structured facilitation process ensures that the Board's closed session evaluation conversation is 
grounded in evidence, uses all Board members' perspectives, and arrives at a genuine consensus rather 
than a default to the first or most vocal voice. The following protocol is recommended: 

Step 1 

Opening & Logistics (Board President) 
Confirm quorum; review the evaluation instrument structure and tonight's agenda; remind the 
Board that all discussion is confidential; confirm the Co-Superintendent's self-assessment has 
been reviewed by all members. 

Step 2 

Evidence Review — Before Ratings (All Members) 
Before discussing any ratings, the Board President invites each member to share one or two 
artifacts or direct observations that informed their review of this Co-Superintendent's 
performance. This anchors the conversation in evidence rather than impressions before ratings 
are introduced. 
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Step 3 

Round-Robin Discussion by Domain (All Members) 
Working domain by domain, the Board President calls on each member in turn to share their 
rating and the primary evidence supporting it. No cross-talk until all ratings for a domain are 
heard. This prevents anchoring bias (where the first rating shapes all subsequent ones) and 
ensures every voice is part of the record. 

Step 4 

Deliberation & Consensus (All Members) 
After all ratings are heard for each domain, the Board discusses any significant differences in 
rating. Discussion should return to evidence, not opinion. The Board President guides the group 
toward a consensus rating — not an average — for each domain. Where genuine disagreement 
remains, the Board President may call for a show of hands and record the majority position with 
a note of dissent. 

Step 5 

Summative Narrative & Overall Rating (Board President + All Members) 
The Board President summarizes the consensus ratings across domains and asks: "Does this 
overall picture accurately reflect our collective judgment?" The Board then determines the 
overall performance designation and drafts commendations and growth areas collaboratively. 

Step 6 

Evaluation Conference (Board President + Co-Superintendent) 
The Co-Superintendent is invited into closed session. The Board President presents the 
consensus evaluation; other Board members may add brief clarifying context. The 
Co-Superintendent responds, asks questions, and may add written response. The document is 
finalized and signed. 
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Part I: Performance Domain Assessment 
Each of the seven domains below is evaluated using the four-point rubric. Board members should review 
each indicator, consider the artifact evidence available, and mark the descriptor that best characterizes 
the Co-Superintendent's performance. Ratings should be supported by specific artifacts cited in the 
Evidence & Board Commentary row. 

DOMAIN 1: BOARD GOVERNANCE & RELATIONS 

Standard Statement: The Co-Superintendent promotes effective governance by supporting the Board's 
leadership role, fostering a high-trust governance team relationship, facilitating informed Board 
decision-making, and implementing Board-adopted policies with fidelity. 

4 — DISTINGUISHED 3 — PROFICIENT 2 — DEVELOPING 1 — UNSATISFACTORY 

1.1  Supports the Board's Governance Role 

Proactively partners with 
the Board to strengthen its 
governance capacity; 
anticipates Board needs; 
facilitates Board growth 
through strategic learning 
opportunities, 
benchmarking, and 
exposure to best 
governance practices; treats 
the Board as a true partner 
in shaping the district's 
direction. 

Consistently supports the 
Board's governance role; 
distinguishes clearly 
between governance and 
management; assists the 
Board in building unity of 
purpose and common 
vision; provides leadership 
based on the direction of 
the Board as a whole. 

Generally supports the 
Board's governance role but 
occasionally blurs the line 
between governance and 
management; support for 
Board unity is inconsistent; 
may defer to individual 
Board members rather than 
the Board as a body. 

Fails to support the Board's 
governance role; does not 
maintain the 
governance/management 
distinction; actions 
undermine Board unity or 
cohesion; responds to 
individual Board members 
in ways that compromise 
collective authority. 

1.2  Provides Timely, Accurate, Equitable Information to the Board 

Provides the Board with 
comprehensive, 
forward-looking information 
that anticipates questions 
and supports strategic 
deliberation; ensures all 
Board members receive 
equal access to information 
simultaneously; information 
is organized, analyzed, and 
presented in formats that 
optimize decision-making. 

Provides accurate, timely 
information to the Board; 
ensures all members have 
equal access to information; 
proactively communicates 
about emerging issues; 
responds promptly to Board 
member inquiries. 

Information to the Board is 
generally accurate but 
sometimes late, incomplete, 
or uneven across members; 
responsiveness to Board 
inquiries is inconsistent; 
surprises the Board on 
occasion. 

Information to the Board is 
frequently late, inaccurate, 
incomplete, or distributed 
inequitably; the Board is 
regularly surprised by issues 
that should have been 
communicated in advance; 
responsiveness to Board 
inquiries is poor. 

1.3  Implements Board Vision, Goals, and Policies with Fidelity 

Translates Board vision, 
goals, and policies into 
coherent organizational 
action with measurable 
outcomes; creates systems 
that ensure policy fidelity 
throughout the 

Implements the vision, 
goals, and policies of the 
district as adopted by the 
Board; aligns administrative 
actions with Board 
direction; monitors 

Implementation of Board 
vision, goals, and policies is 
uneven; administrative 
actions sometimes diverge 
from Board direction; 
progress monitoring and 

Fails to implement Board 
vision, goals, or policies 
with fidelity; administrative 
actions routinely diverge 
from or contradict Board 
direction; does not reliably 
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organization; provides the 
Board with transparent 
evidence of implementation 
progress and impact. 

implementation and reports 
progress to the Board. 

reporting to the Board is 
inconsistent. 

report implementation 
progress. 

1.4  Prepares For and Facilitates Effective Board Meetings 

Partners with Board 
leadership to design 
agendas that focus Board 
attention on the most 
consequential governance 
questions; ensures meeting 
materials enable 
substantive deliberation; 
meetings advance the 
district's strategic priorities 
and reflect efficient use of 
Board time. 

Assists the Board in 
preparing for and 
conducting meetings; 
provides agendas and 
materials in a timely 
manner; ensures meetings 
comply with Brown Act and 
Government Code 
requirements; supports 
productive meeting 
dynamics. 

Meeting preparation is 
adequate but sometimes 
rushed; materials may be 
incomplete or arrive late; 
meeting flow occasionally 
inefficient; compliance with 
procedural requirements is 
generally met but not 
modeled as excellence. 

Meeting preparation is 
inadequate; agendas and 
materials routinely arrive 
late or incomplete; 
procedural lapses occur; 
meetings are inefficient or 
fail to advance Board 
business effectively. 

1.5  Navigates the Co-Superintendent Partnership to Strengthen Governance 

Models an exemplary 
Co-Superintendent 
partnership that 
strengthens Board 
confidence in district 
leadership; presents unified 
direction to the Board while 
transparently surfacing 
healthy professional 
differences; clarifies role 
boundaries proactively so 
the Board experiences 
seamless executive support. 

Maintains an effective 
working relationship with 
the Co-Superintendent; 
presents aligned leadership 
to the Board; clearly 
communicates respective 
portfolio responsibilities; 
coordinates Board support 
across both 
Co-Superintendent roles. 

Working relationship with 
Co-Superintendent is 
functional but occasionally 
strained; Board sometimes 
receives mixed messages or 
unclear role signals; 
coordination on 
Board-facing work is 
inconsistent. 

Working relationship with 
Co-Superintendent is 
dysfunctional or visibly 
conflicted; Board receives 
contradictory direction; role 
ambiguity compromises 
Board support and 
governance effectiveness. 

Evidence & Board Commentary: 
Cite specific artifacts: board materials/reports, documented outcomes/data, formal communications, or direct observation in official 
settings. 
 
 
 

OVERALL DOMAIN RATING: ☐ 4 Distinguished     ☐ 3 Proficient     ☐ 2 Developing     ☐ 1 Unsatisfactory 
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DOMAIN 2: COMMUNICATION & COMMUNITY RELATIONS 

Standard Statement: The Co-Superintendent builds understanding, trust, and support for the district through 
clear, timely, two-way communication with the Board, staff, students, families, and the broader community; 
represents the district effectively in external contexts; and cultivates strategic partnerships that advance district 
goals. 

4 — DISTINGUISHED 3 — PROFICIENT 2 — DEVELOPING 1 — UNSATISFACTORY 

2.1  Communicates with the Board 

Communication with the 
Board is exceptional: 
proactive, strategic, and 
calibrated to Board 
members' information 
needs; uses multiple 
channels effectively; 
anticipates Board questions 
and provides context that 
supports governance; 
maintains equitable 
information flow to all 
trustees. 

Communicates clearly, 
regularly, and professionally 
with the Board; is 
responsive to Board 
member inquiries; ensures 
all Board members are 
equally informed; escalates 
significant issues 
appropriately and in a 
timely manner. 

Communication with the 
Board is generally adequate 
but occasionally 
inconsistent in tone, 
timeliness, or reach; some 
Board members feel better 
informed than others; 
escalation of significant 
issues sometimes delayed. 

Communication with the 
Board is poor, inconsistent, 
or inequitable; Board 
members are surprised by 
significant events that 
should have been 
communicated; 
responsiveness is 
unreliable; tone or content 
of communications erodes 
Board trust. 

2.2  Communicates Internally with Staff 

Cultivates an organizational 
culture of transparent, 
two-way communication; 
staff at all levels report 
feeling informed, heard, 
and respected; 
communication systems are 
intentionally designed for 
clarity and feedback loops; 
models vulnerability, 
listening, and clarity. 

Communicates effectively 
and regularly with staff; 
provides clear expectations 
and rationale for decisions; 
creates opportunities for 
staff voice and feedback; 
communication is 
professional and respectful. 

Internal communication is 
functional but uneven; 
some staff groups feel 
informed, others less so; 
two-way communication 
channels are underutilized; 
feedback loops are 
inconsistent. 

Internal communication is 
unclear, infrequent, or 
one-directional; staff 
express confusion about 
expectations or rationale for 
decisions; feedback is not 
sought or is dismissed; 
communication undermines 
trust. 

2.3  Communicates Externally with Families and Community 

Leads a comprehensive, 
multi-channel 
communication strategy 
that builds community 
understanding and support; 
communications are 
accessible, culturally 
responsive, and 
linguistically inclusive; the 
district is known as a 
transparent, trustworthy 
source of information; 
community voice 
meaningfully shapes district 
decisions. 

Communicates regularly 
and effectively with families 
and community through 
varied channels; ensures 
communications are 
accessible and 
culturally/linguistically 
inclusive; responds to 
community inquiries and 
concerns in a timely 
manner; uses community 
input to inform decisions. 

External communication is 
adequate but inconsistent; 
accessibility, cultural 
responsiveness, or 
multilingual reach is limited; 
community input is 
collected but inconsistently 
used; response time to 
community concerns varies. 

External communication is 
sparse, inaccessible, or 
one-directional; families 
and community members 
report feeling uninformed 
or unheard; community 
concerns go unaddressed; 
communications may be 
culturally or linguistically 
exclusionary. 
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2.4  Manages Crisis Communication and Sensitive Issues 

Communication during 
crises or sensitive situations 
is exemplary: timely, 
accurate, transparent, and 
empathetic; preserves trust 
through difficult moments; 
coordinates messaging 
across Board, staff, families, 
community, and media; 
post-crisis communication 
includes reflection and 
learning. 

Manages crisis and sensitive 
communications effectively; 
messages are timely, 
accurate, and appropriately 
balanced; coordinates 
communication across 
stakeholder groups; 
maintains professionalism 
and composure under 
pressure. 

Crisis communication is 
generally handled but 
occasionally delayed, 
inconsistent across 
audiences, or tonally off; 
coordination across 
channels is inconsistent. 

Crisis communication is 
slow, inaccurate, poorly 
coordinated, or tonally 
inappropriate; erodes trust 
during difficult moments; 
creates avoidable confusion 
or controversy. 

2.5  Represents the District Externally and Builds Partnerships 

Serves as a distinguished 
ambassador for the district; 
leverages relationships with 
local, regional, and state 
partners to advance district 
goals; cultivates high-value 
partnerships that bring 
resources, expertise, or 
opportunity to students; 
respected by peers and 
external stakeholders as a 
leader in the field. 

Represents the district 
professionally in external 
venues; participates in 
relevant professional 
associations and 
regional/state networks; 
cultivates productive 
partnerships with 
community organizations, 
higher education, business, 
and government. 

External representation is 
adequate but not 
strategically leveraged; 
partnerships exist but are 
limited in scope or impact; 
engagement with 
professional networks is 
inconsistent. 

External representation is 
minimal, unprofessional, or 
damaging to the district's 
reputation; partnerships are 
absent or underdeveloped; 
fails to engage with 
professional networks 
relevant to the role. 

Evidence & Board Commentary: 
Cite specific artifacts: board materials/reports, documented outcomes/data, formal communications, or direct observation in official 
settings. 
 
 
 

OVERALL DOMAIN RATING: ☐ 4 Distinguished     ☐ 3 Proficient     ☐ 2 Developing     ☐ 1 Unsatisfactory 
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DOMAIN 3: VISION, STRATEGIC LEADERSHIP & DISTRICT CULTURE 

Standard Statement: The Co-Superintendent facilitates development, articulation, implementation, and 
stewardship of a shared vision of learning supported by the Board and community; leads strategically to 
advance district priorities; and cultivates a positive, equity-centered organizational culture. 

4 — DISTINGUISHED 3 — PROFICIENT 2 — DEVELOPING 1 — UNSATISFACTORY 

3.1  Articulates and Stewards a Shared Vision 

Vision is deeply embedded 
throughout the 
organization; all decisions 
and initiatives are clearly 
anchored in the vision; staff, 
students, families, and 
community can articulate 
and act on the vision; 
Co-Superintendent models 
vision-aligned leadership 
continuously. 

Facilitates development, 
articulation, and 
implementation of a shared 
vision; communicates vision 
consistently; aligns 
decisions and initiatives 
with vision; uses vision to 
guide strategic direction. 

Vision exists but is 
inconsistently 
communicated or applied; 
alignment of decisions to 
vision is uneven; 
stakeholder awareness of 
vision is limited. 

Vision is absent, unclear, or 
not communicated; 
decisions and initiatives lack 
coherent connection to 
vision; stakeholders cannot 
articulate district direction. 

3.2  Leads Strategic Planning and Long-Range Priority Setting 

Drives a robust, inclusive 
strategic planning process 
grounded in data, 
stakeholder voice, and 
systems thinking; plans 
include measurable 
outcomes, clear 
accountability, and adaptive 
review cycles; plans 
integrate multiple domains 
into a coherent whole. 

Leads or co-leads effective 
strategic planning; engages 
appropriate stakeholders; 
ensures plans are aligned 
with district goals and 
Board priorities; monitors 
implementation and reports 
progress. 

Strategic planning occurs 
but is narrow in scope, 
shallow in stakeholder 
engagement, or weak in 
measurable outcomes; 
monitoring is inconsistent. 

Strategic planning is absent, 
superficial, or disconnected 
from district goals; 
stakeholder engagement is 
inadequate; 
implementation is not 
monitored. 

3.3  Cultivates a Positive, Equity-Centered Organizational Culture 

Cultivates a culture 
characterized by high trust, 
psychological safety, 
collective efficacy, and 
equity; staff report feeling 
empowered, valued, and 
supported; equity is 
embedded structurally, not 
just rhetorically; cultural 
indicators (retention, 
climate, engagement) are 
strong and improving. 

Fosters a positive, 
respectful, equity-focused 
organizational culture; 
models civility and 
professionalism; addresses 
inequity and incivility when 
observed; climate indicators 
are generally positive. 

Organizational culture is 
mixed; pockets of positive 
culture coexist with pockets 
of concern; response to 
cultural or equity issues is 
inconsistent; climate 
indicators reveal areas of 
concern. 

Organizational culture 
shows significant concern; 
distrust, incivility, or 
inequity is tolerated or 
unaddressed; climate 
indicators are negative or 
deteriorating. 

3.4  Leads Change and Innovation Responsibly 

Leads change with skill, 
judgment, and humility; 
balances innovation with 

Leads change effectively; 
engages stakeholders in 
change processes; supports 

Change leadership is 
uneven; change is 
sometimes launched 

Change is managed poorly: 
imposed without 
engagement, abandoned 
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system stability; builds 
capacity and buy-in before 
launching change; protects 
against initiative fatigue; 
sunsets initiatives that no 
longer serve the vision. 

staff through transitions; 
monitors implementation 
and makes adjustments as 
needed. 

without sufficient 
capacity-building or buy-in; 
staff experience initiative 
overload or change fatigue. 

midstream, or launched 
without regard for 
organizational capacity; 
staff experience chaos, 
fatigue, or disengagement. 

Evidence & Board Commentary: 
Cite specific artifacts: board materials/reports, documented outcomes/data, formal communications, or direct observation in official 
settings. 
 
 
 

OVERALL DOMAIN RATING: ☐ 4 Distinguished     ☐ 3 Proficient     ☐ 2 Developing     ☐ 1 Unsatisfactory 
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DOMAIN 4: INSTRUCTIONAL LEADERSHIP & STUDENT ACHIEVEMENT 

Standard Statement: The Co-Superintendent advocates, nurtures, and sustains a culture and instructional 
program conducive to student learning; uses data to drive improvement in student outcomes; and ensures 
equitable access to high-quality educational experiences for all students, particularly for the portfolio areas 
under direct oversight. 

4 — DISTINGUISHED 3 — PROFICIENT 2 — DEVELOPING 1 — UNSATISFACTORY 

4.1  Drives Improvement in Student Achievement and Outcomes 

Student outcomes show 
sustained, meaningful 
improvement across 
measures and subgroups; 
achievement gaps narrow; 
improvement is connected 
to intentional strategies 
with clear theory of action; 
outcomes are analyzed 
through both quantitative 
and qualitative lenses. 

Monitors student 
achievement and outcomes 
systematically; identifies 
trends and responds with 
appropriate strategies; 
achievement is stable or 
improving; pays attention to 
subgroup performance. 

Attention to student 
outcomes is inconsistent; 
improvement strategies are 
reactive rather than 
systemic; subgroup gaps 
receive limited attention. 

Student outcomes are not 
systematically monitored or 
are declining; improvement 
strategies are absent or 
ineffective; achievement 
gaps are widening or 
ignored. 

4.2  Ensures Coherent, Rigorous Curriculum and Instruction (primary: Finance/Ed Services/Student Services; 
cross-functional: Operations/HR/Business Services) 

Ensures coherent, 
standards-aligned, culturally 
responsive curriculum 
implemented with fidelity; 
instructional practices 
reflect research-based 
excellence; teacher capacity 
is continuously built; 
curriculum and instruction 
are seamlessly aligned 
across grade levels and 
content areas. 

Supports implementation of 
coherent, standards-aligned 
curriculum; ensures 
instructional practices are 
research-based; supports 
teacher professional 
learning; addresses 
curriculum gaps and 
alignment issues. 

Curriculum and instruction 
oversight is inconsistent; 
alignment across grades 
and content areas is 
uneven; teacher 
professional learning is ad 
hoc. 

Curriculum is incoherent, 
out of alignment, or not 
implemented with fidelity; 
instructional practices are 
not monitored; teacher 
professional learning is 
absent or ineffective. 

4.3  Uses Data to Inform Decisions and Drive Improvement 

Leads a culture of 
data-informed practice 
throughout the 
organization; data systems 
are robust, accessible, and 
used collaboratively; 
decisions are clearly 
connected to evidence; 
leads staff in data literacy 
and inquiry. 

Uses multiple sources of 
data to inform decisions; 
ensures data is accessible to 
appropriate stakeholders; 
supports staff in using data 
effectively; connects data to 
strategic action. 

Data use is inconsistent; 
some decisions are 
data-informed, others rely 
on intuition or tradition; 
data systems or access may 
be limited; staff data 
literacy is uneven. 

Decisions are made without 
systematic reference to 
data; data systems are weak 
or inaccessible; staff 
capacity for data use is not 
developed. 

4.4  Advances Equity and Access for All Students 

Equity is a driving principle, 
not an add-on; systemic 

Prioritizes equity in 
decisions and resource 

Attention to equity is 
inconsistent; disparities are 

Equity is not a priority in 
decisions or resource 
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inequities are identified and 
addressed through 
structural change; 
outcomes for historically 
underserved students show 
sustained improvement; 
equity analysis is embedded 
in all major decisions. 

allocation; monitors 
disparities in student 
outcomes, discipline, and 
access; implements 
strategies to address 
identified inequities. 

recognized but responses 
are fragmented; structural 
inequities are not 
systematically addressed. 

allocation; disparities are 
ignored or minimized; 
access for underserved 
students is not ensured. 

Evidence & Board Commentary: 
Cite specific artifacts: board materials/reports, documented outcomes/data, formal communications, or direct observation in official 
settings. 
 
 
 

OVERALL DOMAIN RATING: ☐ 4 Distinguished     ☐ 3 Proficient     ☐ 2 Developing     ☐ 1 Unsatisfactory 
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DOMAIN 5: ORGANIZATIONAL MANAGEMENT & OPERATIONS 

Standard Statement: The Co-Superintendent ensures effective, efficient, and fiscally responsible management of 
the organization, its resources, and its operations in support of a safe and productive learning environment, with 
specific accountability for the portfolio areas under direct oversight. 

4 — DISTINGUISHED 3 — PROFICIENT 2 — DEVELOPING 1 — UNSATISFACTORY 

5.1  Fiscal Stewardship and Financial Management (primary: Finance portfolio; shared: both roles) 

Fiscal management is 
exemplary: budgets are 
strategic tools aligned with 
district priorities; reserves 
are protected; audits are 
clean; long-range financial 
planning anticipates and 
mitigates risks; financial 
reporting is transparent and 
accessible; district 
maintains strong fiscal 
health rating. 

Manages fiscal resources 
responsibly; budgets align 
with district priorities; 
maintains appropriate 
reserves; audits are clean; 
financial reporting is timely 
and accurate; complies with 
all fiscal requirements. 

Fiscal management is 
adequate but lacks strategic 
alignment; reserve levels 
are near minimums; audit 
findings occur but are 
addressed; financial 
reporting is timely but 
limited in analysis. 

Fiscal management shows 
significant concerns: 
misalignment with 
priorities, inadequate 
reserves, material audit 
findings, late or inaccurate 
reporting, or 
non-compliance with fiscal 
requirements. 

5.2  Operational Management: Facilities, Transportation, Food Services, Safety (primary: Operations portfolio; 
shared: both roles) 

Operations are exemplary: 
facilities are safe, clean, 
well-maintained, and 
strategically planned for 
future needs; 
transportation, food 
services, and auxiliary 
operations reflect best 
practice; safety systems are 
proactive and 
comprehensive; operational 
data drives continuous 
improvement. 

Ensures operations are 
well-managed and support 
the learning environment; 
facilities are safe and 
maintained; transportation 
and food services are 
reliable; safety protocols 
are current and 
implemented. 

Operations are functional 
but show signs of strain; 
facility maintenance is 
reactive; safety protocols 
exist but implementation is 
uneven; operational issues 
occasionally disrupt 
instruction. 

Operations show significant 
problems: facilities are 
unsafe or poorly 
maintained; transportation 
or food services fail to meet 
needs; safety protocols are 
inadequate or not followed; 
operational issues regularly 
disrupt instruction. 

5.3  Systems Thinking and Organizational Coherence 

Leads the district as an 
integrated, living system; 
anticipates how changes in 
one domain affect others; 
designs coherent systems, 
processes, and structures 
that reinforce strategic 
priorities; organization 
functions as a coordinated 
whole across portfolios. 

Demonstrates systems 
thinking in decision-making; 
coordinates across 
departments and portfolios; 
identifies and addresses 
misalignments; uses 
organizational structures to 
support strategic priorities. 

Systems thinking is 
inconsistent; departments 
and portfolios sometimes 
operate in silos; 
cross-functional 
coordination is reactive 
rather than proactive. 

Decisions are made in 
isolation from system-wide 
implications; siloed 
operations create friction or 
dysfunction; organizational 
coherence is weak. 

5.4  Technology, Information Systems, and Data Infrastructure 
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Technology and information 
systems are strategically 
deployed to advance the 
district's vision; data 
infrastructure supports 
decision-making across all 
levels; digital equity is 
ensured; cybersecurity is 
robust; technology 
investments show clear 
return on educational value. 

Technology and information 
systems support district 
operations effectively; data 
infrastructure is reliable and 
accessible; cybersecurity 
protocols are in place; 
technology investments 
align with district priorities. 

Technology and systems are 
functional but outdated or 
fragmented; data 
infrastructure has gaps; 
cybersecurity protocols 
exist but have weaknesses; 
technology investments lack 
clear alignment. 

Technology and systems are 
inadequate, unreliable, or 
insecure; data 
infrastructure fails to 
support decision-making; 
cybersecurity vulnerabilities 
create risk; technology 
investments are poorly 
aligned or wasteful. 

5.5  Compliance with Law, Regulation, and Policy 

Compliance is treated as a 
floor, not a ceiling; district is 
known for exemplary legal, 
regulatory, and policy 
adherence; proactive 
monitoring of emerging 
legal and regulatory 
developments; strong 
relationships with legal 
counsel and compliance 
advisors. 

Ensures district operates 
consistently within federal, 
state, and local laws, 
policies, regulations, and 
statutory requirements; 
monitors compliance and 
addresses issues when 
identified; uses legal 
counsel appropriately. 

Compliance is generally 
maintained but reactive; 
occasional compliance 
issues require correction; 
monitoring systems have 
gaps. 

Compliance failures occur 
regularly; legal, regulatory, 
or policy violations are not 
identified or addressed 
promptly; exposes the 
district to meaningful legal 
or financial risk. 

Evidence & Board Commentary: 
Cite specific artifacts: board materials/reports, documented outcomes/data, formal communications, or direct observation in official 
settings. 
 
 
 

OVERALL DOMAIN RATING: ☐ 4 Distinguished     ☐ 3 Proficient     ☐ 2 Developing     ☐ 1 Unsatisfactory 
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DOMAIN 6: HUMAN RESOURCES & TALENT DEVELOPMENT 

Standard Statement: The Co-Superintendent recruits, develops, supports, and retains a high-quality workforce; 
fosters a culture of professional growth and collective efficacy; and ensures effective human resources practices, 
labor relations, and employee evaluation systems, with specific accountability for the portfolio areas under 
direct oversight. 

4 — DISTINGUISHED 3 — PROFICIENT 2 — DEVELOPING 1 — UNSATISFACTORY 

6.1  Recruits, Hires, and Retains High-Quality Staff (primary: Operations/HR portfolio; shared: both roles) 

Recruiting and hiring are 
strategic, proactive, and 
diverse; talent pipeline is 
robust; retention of high 
performers is strong; staff 
diversity reflects student 
demographics and equity 
commitments; district is 
known regionally as an 
employer of choice. 

Ensures effective recruiting, 
hiring, and retention 
practices; positions are 
filled with qualified staff in 
a timely manner; attention 
is paid to diversity and 
equity in hiring; retention is 
stable. 

Recruiting and hiring 
processes are functional but 
reactive; vacancies take 
longer than desired to fill; 
diversity in hiring is 
inconsistent; retention 
shows warning signs. 

Recruiting and hiring are 
slow, ineffective, or yield 
unqualified candidates; 
diversity and equity in 
hiring are not addressed; 
retention is poor; vacancies 
disrupt operations or 
instruction. 

6.2  Develops Staff and Builds Leadership Capacity 

Cultivates a robust system 
of professional learning 
aligned to district priorities; 
builds internal leadership 
pipelines at all levels; 
provides coaching, 
mentoring, and growth 
opportunities; models 
ongoing personal 
professional growth; 
organization shows rising 
collective efficacy. 

Supports staff professional 
learning aligned to district 
priorities; provides growth 
opportunities for aspiring 
leaders; pursues own 
professional development; 
supports development of 
direct reports. 

Professional learning is 
available but inconsistent in 
quality or alignment; 
leadership development is 
ad hoc; own professional 
development is episodic. 

Professional learning is 
absent, misaligned, or 
ineffective; leadership 
pipelines are neglected; 
own professional growth is 
not evident. 

6.3  Manages Labor Relations and Collective Bargaining 

Labor relations are strong, 
characterized by trust, 
problem-solving, and 
shared commitment to 
students; bargaining is 
principled and strategic; 
disputes are rare and 
resolved constructively; 
labor partners view district 
leadership as trustworthy 
and fair. 

Manages labor relations 
professionally; conducts 
collective bargaining 
effectively; administers 
contracts with fidelity; 
resolves grievances 
appropriately; maintains 
productive relationships 
with labor partners. 

Labor relations are 
functional but strained; 
bargaining is adversarial; 
grievances occur more 
frequently than desired; 
contract administration has 
occasional inconsistencies. 

Labor relations are 
adversarial or broken; 
bargaining is contentious or 
yields unsustainable 
outcomes; grievances and 
disputes are frequent; 
contract administration 
shows significant gaps. 

6.4  Ensures Effective Staff Evaluation and Accountability Systems 

Evaluation systems are 
robust, fair, and 
growth-oriented; 

Ensures staff evaluation 
systems are implemented 
with fidelity; evaluators are 

Evaluation systems exist but 
implementation is uneven; 
evaluator calibration is 

Evaluation systems are 
poorly implemented, 
inconsistent, or ineffective; 
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differentiation between 
strong, developing, and 
struggling performers is 
clear and actionable; 
evaluation drives 
professional learning; 
accountability is exercised 
with both rigor and 
humanity. 

trained; evaluation is 
connected to professional 
growth; accountability is 
exercised appropriately 
when performance 
concerns arise. 

inconsistent; 
evaluation-to-growth 
connection is weak; 
accountability for poor 
performance is sometimes 
avoided. 

evaluator practice varies 
widely; accountability for 
poor performance is not 
exercised; evaluation does 
not drive growth. 

Evidence & Board Commentary: 
Cite specific artifacts: board materials/reports, documented outcomes/data, formal communications, or direct observation in official 
settings. 
 
 
 

OVERALL DOMAIN RATING: ☐ 4 Distinguished     ☐ 3 Proficient     ☐ 2 Developing     ☐ 1 Unsatisfactory 
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DOMAIN 7: ETHICS, INTEGRITY & PROFESSIONAL GROWTH 

Standard Statement: The Co-Superintendent models a personal code of ethics, integrity, and equity; reflects on 
personal leadership practice and pursues continuous professional growth; and sustains a productive, 
collaborative Co-Superintendent partnership that strengthens the district's leadership capacity. 

4 — DISTINGUISHED 3 — PROFICIENT 2 — DEVELOPING 1 — UNSATISFACTORY 

7.1  Models Personal and Professional Ethics and Integrity 

Ethics and integrity are 
exemplary and widely 
recognized; decisions 
consistently reflect ethical 
principles even under 
pressure; models integrity 
in word and action; protects 
the rights and 
confidentiality of students 
and staff without fail; uses 
the office solely to advance 
the educational program. 

Models personal and 
professional ethics, 
integrity, justice, and 
fairness; protects rights and 
confidentiality of students 
and staff; uses the office to 
advance the educational 
program, not personal gain; 
expects ethical behavior 
from others. 

Generally ethical but shows 
occasional lapses in 
judgment, confidentiality, or 
transparency; ethical 
standards are applied 
inconsistently; may 
occasionally blur personal 
and professional interests. 

Significant ethical concerns: 
breaches of confidentiality, 
conflicts of interest, lack of 
transparency, or 
inappropriate use of 
position; ethical standards 
are not consistently upheld 
or modeled. 

7.2  Reflects on Practice and Pursues Continuous Growth 

Demonstrates exceptional 
self-awareness and 
reflective practice; actively 
seeks feedback from 
multiple sources; engages in 
sustained professional 
learning; applies learning 
visibly to practice; models 
growth mindset for the 
organization. 

Reflects on personal 
leadership practice; solicits 
and acts on feedback; 
pursues relevant 
professional learning; 
demonstrates growth over 
time in identified areas. 

Reflection and 
growth-seeking are 
inconsistent; feedback is 
received but not always 
acted upon; professional 
learning is episodic; growth 
in identified areas is 
uneven. 

Reflection on practice is 
absent or defensive; 
feedback is resisted or 
dismissed; professional 
learning is neglected; 
identified growth areas 
show no progress. 

7.3  Sustains an Effective Co-Superintendent Partnership 

Co-Superintendent 
partnership is a model of 
distributed leadership: 
shared vision, clear 
complementary roles, 
mutual respect, transparent 
communication, and joint 
accountability for district 
outcomes; partnership 
strengthens the 
organization's leadership 
capacity. 

Maintains an effective, 
collaborative working 
relationship with 
Co-Superintendent; 
respects role boundaries; 
communicates openly and 
regularly; coordinates on 
shared work; presents 
aligned leadership to the 
organization. 

Working relationship with 
Co-Superintendent is 
functional but has friction 
points; role coordination is 
inconsistent; occasional 
breakdowns in 
communication or 
alignment affect the 
organization. 

Co-Superintendent 
partnership is ineffective, 
conflicted, or broken; role 
confusion, communication 
failures, or misalignment 
visibly harm the 
organization. 

7.4  Models Well-Being and Sustains Personal Effectiveness 

Sustains personal 
motivation, commitment, 
energy, and effectiveness 

Sustains personal 
effectiveness; manages 
workload and stress 

Signs of burnout, fatigue, or 
diminishing effectiveness 
are becoming evident; 

Effectiveness is significantly 
diminished by fatigue, 
stress, or imbalance; staff 
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over time; models healthy 
balance of professional 
responsibility and personal 
well-being; creates 
organizational conditions 
that support staff 
well-being; remains 
effective under sustained 
pressure. 

responsibly; supports a 
reasonable work-life 
balance for self and others; 
maintains composure under 
pressure. 

work-life boundaries are 
inconsistent; organizational 
conditions for staff 
well-being are not 
prioritized. 

well-being is neglected; 
performance is declining 
over time. 

Evidence & Board Commentary: 
Cite specific artifacts: board materials/reports, documented outcomes/data, formal communications, or direct observation in official 
settings. 
 
 
 

OVERALL DOMAIN RATING: ☐ 4 Distinguished     ☐ 3 Proficient     ☐ 2 Developing     ☐ 1 Unsatisfactory 
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Part II: Summative Evaluation 

Domain Ratings Summary 

Enter the consensus domain rating below: 

Domain Consensus Rating (1–4) 

Domain 1: BOARD GOVERNANCE & RELATIONS _____________ 

Domain 2: COMMUNICATION & COMMUNITY RELATIONS _____________ 

Domain 3: VISION, STRATEGIC LEADERSHIP & DISTRICT CULTURE _____________ 

Domain 4: INSTRUCTIONAL LEADERSHIP & STUDENT ACHIEVEMENT _____________ 

Domain 5: ORGANIZATIONAL MANAGEMENT & OPERATIONS _____________ 

Domain 6: HUMAN RESOURCES & TALENT DEVELOPMENT _____________ 

Domain 7: ETHICS, INTEGRITY & PROFESSIONAL GROWTH _____________ 

AVERAGE / OVERALL RATING _____________ 

 

Overall Performance Designation 

Based on the Board's collective judgment across all seven performance domains, the 
Co-Superintendent's overall performance for this evaluation cycle is: 

☐  DISTINGUISHED — Performance significantly surpasses expectations 

☐  PROFICIENT — Performance meets and at times exceeds expectations 

☐  DEVELOPING — Performance partially meets expectations; growth needed 

☐  UNSATISFACTORY — Performance does not meet expectations; improvement plan required 

 

Commendations 

The Board recognizes the following significant accomplishments and strengths, grounded in specific 
evidence: 
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Areas for Growth & Action Plan 

The Board identifies the following areas for focused growth, with associated supports and indicators of 
progress: 

Growth Area Supports & Resources Indicators of Progress 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Board Executive Summary 

The Board offers the following overall narrative summary of the Co-Superintendent's performance: 

 

 

 

 

 

 

 

 

 

Co-Superintendent Response 

The Co-Superintendent may respond to this evaluation below. Signature indicates receipt and review; it 
does not necessarily indicate agreement with all content. 
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Signatures 

This evaluation represents the consensus of the Board of Trustees and has been reviewed with the 
Co-Superintendent in closed session pursuant to Government Code §54957. 

_______________________________________           Date: _______________ 

Board President 

_______________________________________           Date: _______________ 

Board Vice President 

_______________________________________           Date: _______________ 

Board Clerk 

_______________________________________           Date: _______________ 

Board Member 

_______________________________________           Date: _______________ 

Board Member 

_______________________________________           Date: _______________ 

Co-Superintendent 
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Appendix A: Co-Superintendent Portfolio Responsibilities 
This appendix provides a reference summary of the departmental portfolios under each 
Co-Superintendent's direct oversight. Portfolio-specific indicators within the evaluation instrument are 
identified accordingly. Both Co-Superintendents share joint accountability for districtwide outcomes. 

Co-SuperintendentFinance, Educational Services & 
Student Services 

Co-SuperintendentOperations, Human Resources 
& Business Services 

Educational Services 

•​ Curriculum & Instruction 

•​ State & Federal Programs 

•​ Special Education 

•​ Assessment & Accountability 

•​ Professional Learning 

 

Student Services 

•​ Student Support Services 

•​ Health Services 

•​ Counseling 

•​ Student Discipline & Attendance 

 

Finance 

•​ Budget Development & Management 

•​ Fiscal Services & Accounting 

•​ Payroll 

•​ Grants Management 

•​ Internal Audit & Compliance 

Operations 

•​ Facilities Planning & Maintenance 

•​ Transportation 

•​ Food Services 

•​ Safety & Emergency Management 

•​ Capital Projects 

 

Human Resources 

•​ Recruitment, Hiring & Retention 

•​ Employee Relations 

•​ Benefits Administration 

•​ Credential & Compliance 

•​ Collective Bargaining & Labor Relations 

 

Business Services 

•​ Purchasing & Contracts 

•​ Risk Management 

•​ Technology & Information Systems 

•​ Warehouse & Mail Services 

Note: The specific departments and reporting structures may be adjusted by the Board as organizational needs evolve. This 
appendix reflects the portfolio as of the 2025–2026 evaluation cycle. Both Co-Superintendents serve as joint designees for 
the Superintendent's statutory responsibilities and share accountability for districtwide student outcomes. 
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