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NHPS Superintendent Evaluation – December 2015
This evaluation is framed around the 12 core competencies in the Candidate Profile for the superintendency developed during the Board’s 2013 search process (listed below).  Drawing on these 12 core competencies, this evaluation is divided into four distinct domains for which performance is assessed: Student Impact; Collaboration and Engagement; Transparency, Access and Equity; Vision and Leadership

The Board’s evaluation of the Superintendent follows the rating system established in NHPS’s principal and teacher evaluation systems (PEVAL and TEVAL), using a scale of 1-5 for each domain of performance being evaluated.  Following up on last year’s annual evaluation that took place in February 2014, this evaluation covers the period from March 2014-February 2015. 

Superintendent Profile:
1. A visible, accessible, and interactive leader who will champion a vision for transformed student outcomes, building on what is working in the current NHPS School Change Initiative and rigorously re-examining what is not.  Along those lines, the candidate will conceptualize and develop plans to address New Haven’s several educational challenges, for example: high school graduation rates, Pre-K programming; inequities in funding; and special education.

2. Someone who demonstrates a leadership style that encourages and motivates teachers, supporting their development and long-term retention.

3. Someone with strong moral character and integrity who has proven that he/she puts students first and has demonstrated commitment to improving outcomes through a strong instructional core.

4. A collaborator who appreciates and builds upon long-standing business and institutional relationships, and who can also create new and stronger ties with external stakeholders.

5. An executive who has strong negotiating skills, able to work with the multiple unions in innovative ways.

6.  A leader who has a global, multicultural perspective on education and its role in New Haven’s future as a city and a community.

7. An educator who is keenly aware of current and future political issues, especially about the complexities and varieties of school choice, including the lottery system, magnet schools, charter schools, turnaround models, etc.

8. An educator with a deep understanding of child development along social, emotional and academic dimensions.

9. An educator who will address the issues of rigor, relevance and student engagement in the NHPS curriculum with the end-goal of dramatically increasing the likelihood that New Haven students will succeed after their high school graduations.

10. An executive with a proven ability to develop, plan for, and manage complex budgets, and the ability to communicate with the public, and work with elected officials on budget issues.

11. An outgoing leader who will make communications a top priority, with an emphasis on active and ongoing parental involvement.

12. Committed to empowering students and parents with information about school programs across the district to help families make informed choices. 

[Superintendent’s self assessment narrative] - Nov 17, 2015

Dear Board members:

In updating the Superintendent’s evaluation process from last spring, there are four important layers to the Board’s evaluation of my leadership.  

1. First is student impact, or the district performance results that have come in since last March, which collectively speak to the district’s progress toward our goals for students. 

2. Second is vision and leadership, in particular my actions in response to the board’s summary feedback to me last spring to strengthen the coordination, communication, and teamwork of the district and the senior team.  

3. Third is collaboration and engagement, or the ways that I have worked with the community and district staff to ensure collective responsibility and impact for students

4. Fourth is transparency, access, and equity, which speak to the ways I have tried to open the district from its traditional posture of isolation, opacity, and defensiveness.  

The materials that follow provide specific evidence and actions on these four points.  In sum, although my aspirations for the district remain much higher, the performance measures in School Change and in my superintendency continue to distinguish New Haven from our peers, and establish a record of success for our students, particularly in on-time high school graduation, which is the clearest and strongest measure of future success.   I have made demonstrable progress on the feedback from the general and specific feedback from board, to the benefit of the district and its students.  I continue to maintain urgency for sustainable improvement in the district, and have laid out plans that will carry the district through it next phases of improvement.  

The changes I lead are not always comfortable or easy, and I know there is always ample room for improvement in the district and in my leadership.  In particular, I am working to be more decisive and directive in my leadership – collaboration and collective responsibility are valuable, but not at the expense of equity and growth for our students. However, I believe the evidence remains clear that the change process we are engaged in together is transforming the district for the better and improving student lives and futures across the city.  We must maintain and indeed double-down our efforts consistent with the roadmap of School Change 2.0.10.  Thank you for the opportunity to lead this district.  I look forward to the board’s feedback, and our continued collaboration in this most important challenge.

Superintendent’s Performance Domains
	Performance Domain
	Core Comp 
	Superintendent’s Self-Assessment: Areas of Success & Progress and Areas of Challenge & Further Development


	Board Review & Comment
	Rating

	Student Impact: driving dramatic gains for students by strengthening rigor, relevance, and relationship at the instructional core


	1, 3, 6, 8, 9 
	· Graduation Rates: Since I became superintendent, the four year graduation rate has improved by almost 6 percentage points, to 77.3%, including a preliminary increase for of 1.9% for the class of 2015 and a confirmed increase of 4% for the class of 2013; this results in a total increase of 19% since the start of School Change and my arrival in New Haven in 2009. 

· College-Going: after going up 2% and then back down after the start of School Change, 1st year college enrollment at last went up 7% last year for the class of 2014, to 68% of the graduating class.  Second year college enrollment remained slightly higher than the 2009 rate of 76.0%, with 78.5% of the college-going class advancing to a second year.   It is important to note that the graduation and college-going rates are magnifying - a higher share of students are being successful from a larger class of graduates, reflecting strong academic and social emotional preparation for college.  
· Smarter Balanced Testing: I have been clear that the new Smarter Balanced testing results were unacceptable to me in both Literacy and Math, at 29% and 14% at or exceeding standards respectively.  Unlike other communities and the state as a whole, who have deflected attention, I have used the results as a call to action in support of our students – whatever limitations the tests have, they still underscore the needs of our students.  This said, it is also true that New Haven’s literacy results were slightly ahead compared to most peer districts, and, more importantly, New Haven was the only peer community who saw a consistent increase in meeting literacy standards between grades 3 and grade 8.  

· Feedback Surveys: Both participation and reported school satisfaction dropped in the 2014-2015 School Learning Environment Survey, particularly among teachers.   While disappointing and frustrating, these decreases reflect long-standing disagreements between the NHFT and SAA about survey questions and distribution, which bubbled over in last year’s administration and resulted in the teachers union recommending against participation.  Participation also dropped in the central office survey by close to half, given my concession to the SAA to administer the survey outside of a defined administrator meeting.  The results on this reduced base reflected continued strength in the direction, vision, and learning focus I have set for the district in School Change.  The results also reflect challenges in the culture of perceived trust and teamwork in the district – not surprising given the events of last year and the underlying tensions between the SAA and NHFT, but a significant problem just the same.  

· District Enrollment: The district enrollment has grown by close to 2000 students since the start of School Change in 2009, including growth in the last two years.  This growth reflects a willingness and desire for families to live in New Haven and send their students to our schools. 


	Noteworthy gains for students continue in the School Change initiative goals, that relate to high school graduation and college enrollment and retention. The latest estimate is that the graduation rate rose another two points over the past year to over 77% for the class of 2015.  It is particularly significant to note that not only are more students graduating and attending college, but more of them are staying on in college, with the second year retention rate rising another 2.5 points to 78.5% over the past year. 
The Board has noted considerable disappointment with the SBAC results released this fall.  Given that this is a new assessment instrument that is replacing the CMT and the CAPT, we will not have valid student growth data until next year’s assessment.  There are some positive signs relative to other comparable Connecticut Districts.  That said, the baseline results were very sobering, and far short of our expectations.  Of particular concern is that the considerable effort the district had taken in the previous two years to shift to a Common Core aligned curriculum did not appear to have delivered the hoped for results.  Improvement is needed across the board, with particular emphasis on early reading instruction as an area where more focus and better results must be achieved moving forward.

The substantial decrease in participation rates on the annual school surveys of teachers and administrators is disappointing as you note.  Whatever the reasons for this, we look to you to find a path forward with both the NHFT and the SAA to restore participation to its previous levels.
It is encouraging to see the graduation rate and college retention rates continuing to trend so favorably, but we cannot be satisfied given the tremendous ground that must be gained on the SBAC.  Similarly, SAT assessment results provide a sobering view of the level of academic achievement and college preparation. You must redouble efforts to accelerate student progress overall through the implementation of School Change 2.0.10 
	3

	Vision and Leadership: providing a vision, strategy, and implementation for transformed student outcomes that build on current successes while exploring new opportunities for change and reform.
	1, 3, 10
	· Vision: The District Vision continues to resonate in our School Change v2.0 collateral materials and to receive positive feedback on the central office survey.  Our School Change effort remains one of the most comprehensive and compelling district reform strategies in the state, region, and country.   And I continue to aggressively pursue student impact, a fact both observed through principal feedback and the sometime controversial reaction to targeted steps (i.e. Hillhouse transformation, HSC Leadership Change).  

· Leadership: As the board knows, our primary challenge has been ensuring urgent and sustainable action to achieve our vision. This fall’s School Change 2.0.10 provides specificity on initiatives within our 6 priority areas, including the designation of specific manager responsibility and both short-term and longer-term outcomes.  Our reorganization (below) has strengthened our project management capacity and given stronger momentum to our work.

· Senior Leadership Reorganization.  My promotion of Lola Garcia Blocker to Chief of Staff has demonstrably improved communication and responsiveness, both to the Board and in central office.  Gemma Joseph Lumpkin’s work as the Chief of Youth, Family, and Community Engagement is already tying together previously disparate work on behalf of disengaged youth (YouthStat, Expulsion, Truancy, Reentry) and families (Family Advocacy, Parent Liaisons, Family Resource Centers), in ways that are making the New Haven Public Schools more sensitive and responsive to the needs of community.  Gemma has also continued to build the capacity and leadership skills of our truancy and youth development staff, who may be non-certified but who are important potential leaders.

· Emphasis on School Support: My hiring of three new directors (Abie Benitez, Gil Traverso, and Billy Johnson) through the repurposing of existing positions has expanded the ranks of directors, a role crucial to school support and accountability.  This expansion not only added capacity, it also significantly strengthened the executive team leadership, bringing fresh energy and insight to both school support and central office policy consideration.  I have also directed the planning and creation of Network teams, cross-functional teams organized around directors to take collective responsibility for the school improvement goals and strategies, as a step to provide stronger cross functional support to directors and schools. 

· Executive team teamwork and responsibilities: Our fall retreat, focusing on leadership passions and styles, has strengthened the teamwork of the executive team.  In addition, I have identified the specific responsibilities of each team member in our 2.0.10 project management, building from the passions and strengths of our different leaders.  


	The recently developed School Change 2.0.10 materials provide an overview of the district’s plans to drive our improvement efforts moving forward.  And your personal emphasis on communicating your belief that all New Haven’s students can rise to their full potential is to be commended. It is vital that you express not only this aspirational vision, but also how you intend to realize it in practical terms with great clarity so that it becomes widely understood. It will also be important in the next several months to develop detailed operational plans that will animate each of the focus areas outlined.  
You have made a number of staffing moves within your senior leadership team in recent months which we take to be responsive to our call on you in last year’s evaluation to consider adjustments to your own leadership team and its structure in order to ensure the strongest possible alignment with the goals and the needs of the School Change initiative as it moves into its next phase, where organizational change and student progress must go hand in hand, as the pace of both continues to accelerate.  That said, while some initial results of these moves are evident, such as the enhanced ability of your team to track and respond to public feedback at Board meetings, continued improvements over the coming year will be critical in judging the ultimate results of your leadership team’s re-organization. 

Finally, as you continue your development as a leader, while we note and appreciate your willingness to consider a variety of views and deliberate with care on difficult topics, we encourage you to identify occasions when a lengthy decision making process does not suit serve a useful purpose, and to shorten your decision-making cycle in these instances. 

	3

	Collaboration and Engagement: collaborating and engaging with students, educators, communities, public officials and institutional leaders to accelerate student progress


	1, 2, 4, 5, 11


	· Stakeholders: My core engagement efforts remain stable and significant, including personal engagement with the Reform Committee, the City-wide Parent Leadership Team, the City-wide Student Councils, and various community groups.  The creation of the Division of Youth, Family and Community Engagement brings together diverse groups that have traditionally engaged different parts of the New Haven community, and Youth Family and Community Engagement has already sponsored important community sessions on Restorative Practices and Student Attendance (Attendance Matters events).  Our engagement with Gateway and SCSU are remains particularly strong, as demonstrated in our K-16 alignment work.
· Deliberate efforts to engage the alders have been ongoing.  Although we have all struggled to find sufficient time on aldermanic leadership agendas given the infrequency of leadership meetings, our kickoff meeting for this school year was well-received by alders, and provided a road map for issues we knew about at that time including Strong School, the Charter discrepancy in the number of Board of Education Efforts, and an explanation of our efforts on magnet school enrollment.  

· The ongoing frictions between the NHFT and SAA are a significant challenge, which manifested most clearly in the breakdown around last year’s climate survey, but which detracts from district collaboration in other ways as well.  I am working to strengthen the third leg of the triangle between the NHFT and the SAA, through clear leadership on specific issues of concern and by encouraging courageous conversations and the opportunity for explicit relationship building.  


	The long term success of NHPS’s School Change initiative continues to rest on broad stakeholder engagement.  Your efforts and engagement with a variety of constituencies reflect this—though continued work is needed to ensure that people not only feel heard—but that they also feel they are being responded to in a timely fashion.  

Your placement of Dr. Blocker as Chief of Staff has been an important step forward in this regard, and appears responsive to our request in last year’s evaluation that you develop stronger systems for tracking the concerns raised by stakeholder groups and members of the public and ensuring full follow up and communication regarding their disposition—both with those raising them and with members of the board. 

As referenced above, your leadership in resolving conflicts between the NHFT and the SAA over the school survey process is vital—though the responsibility for resolving this does not rest with you alone.

Your leadership in engaging with students and student government across the district is notable, and we have heard positive feedback from student leaders on this point.

As you note, it is more important than ever to develop and maintain relationships with Alders and a variety of other, elected officials and political stakeholders moving forward, particularly as the Board’s composition shifts to include two elected members beginning next month.

	3.25

	Transparency, Access, and Equity: committing to provide transparency, access and equity across the district and school environments, including budget and school enrollment processes


	7, 10, 12 
	· Responsiveness: I have hired and built systems to strengthen the ways we track and respond to questions raised in board meetings, even while the volume of those questions has increased significantly. We have also strengthened the proactive planning of board discussions, which enables important public discussions of core issues.  I still need to lead the team in ensuring timely and non-defensive responses to questions, while the board needs to ensure that questions from both the board and the public are appropriately triaged and synthesized in ways that allow me and the district to focus on our stated priorities

· Budget: After focusing on the general fund last year and delivering a 2nd year of comfortable fiscal close for the Board and the City, I have asked the finance team this year to focus on strengthening Special Fund planning and spending to ensure best use of resources for our students.  The adopted budget for this year included reallocation of resources to ensure more than $5M of additional funds to schools, consistent with our equity analysis, both discretionary for school decision-making and to directly support strategic priority (see planned school investments attached).  

· Customer Service: Customer service remains a priority for focus. The improvements in the enrollment office are continuing, perhaps prompting questions but resulting in better service for families, including the placement of more New Haven students in magnet schools.  At my direction, staff has led training of school clerical staff in various systems, including PowerSchool and Naviance, which have strengthened the ability of school staff to directly support families.  Shifts to report card nights appear to have significantly improved turnout and engagement of families.


	You and your team have invested significantly in improving the annual budget process, and have hit bottom-line budget goals consistently.  It is important to ensure that special funds are not underspent on an ongoing basis.
Last year’s evaluation urged you to focus on improving customer service and while achieving a uniformly excellent standard of responsiveness has not yet occurred, you have clearly stepped up your allocation of resources to this priority and have made positive strides. 
You have also made strides in communicating with the board on a timely basis when emergencies arise is important, particularly those involving student welfare even if there is not immediate action required by the board.  Responsiveness to —this needs to be done more consistently moving forward.
	3



Materials provided with the Superintendent’s Self-Assessment:

a) NHPS Superintendent’s Evaluation March 2015

b) 2014-2015 Performance Slides

c) 2014-2015 Building Leader Feedback to Central Office

d) School Change 2.0.10 Outline and Project Management Document

e) Planned School Investments FY16

