
educational leadership
The superintendent provides leadership and 

direction for an educational system that is based 
on desired student achievement.

goal #1

Performance expectation: the 
superintendent will provide leader-
ship to the school board in imple-
menting the district’s vision, mission 

and goals.

Superintendent indicators
1. Collaborates with the board to prepare long- 

and short-term operational and instructional 
goals.

2. Assists the board in developing and adopt-
ing district goals with data and leadership.

3. Develops for each goal an action plan outlin-
ing performance expectations.

4. Administers or evaluates action plans per-
sonally or through delegation of staff.

5. Oversees the planning and evaluation of cur-
riculum and instruction programs.

6. Reports to the board on implementation 
status of the goals and instructional program 
effectiveness.

Board indicators
1. Communicates a clear vision.

goal #2

Performance expectation: the 
superintendent will assist the board 
in the continuous improvement of 
the district.

Superintendent indicators
1. Assists new board members to meet state 

training requirements.
2. Informs the board of current trends and de-

velopments in education.
3. Prepares reports on:

a. progress and revisions of action plans to 
accomplish the district’s vision/philoso-
phy/goals

b. district strengths and areas for improve-
ments

c. compelling or anticipated challenges and 
emerging issues, trends or opportunities

4. Participates in professional activities to en-
hance knowledge and skills.

5. Assists and encourages board members to 
engage in continuous board training.

Board indicators
1. Conducts professional meetings.
2. Avoids micromanaging district staff or opera-

tions.
3. Supports the superintendent and administra-

tive staff.
4. Participates in training activities.

goal #3

Performance expectation:  the 
superintendent, as chief executive 
officer to the school board, will 
provide leadership in personnel 

management.

Superintendent indicators
1. Communicates the board’s vision, mission 

and goals to all personnel.
2. Provides leadership as chief executive officer 

and acts as general supervisor of all personnel.
3. Recommends to the board appropriate 

personnel actions, including employment, 
assignments and dismissals.

4. Implements a fair and equitable evaluation 
process for all personnel.

5. Reviews and/or recommends job descrip-
tions for all personnel and maintains adopt-
ed job descriptions.

6. Organizes the recruitment of personnel.

district management
The superintendent demonstrates effective 

planning and management of district administra-
tion, finances, operations and personnel.

goal #1

Performance expectation: the 
superintendent will assist the board 
to implement the district’s organi-
zational structure.
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Superintendent indicators
1. Administers district affairs through board 

policies.
2. Posts notices of all board meetings in accor-

dance with the state’s Freedom of Informa-
tion Act (FOIA).

3. Follows board policies to plan and conduct 
board meetings, including types of meet-
ings, agenda development, superintendent 
recommendations, public input and record-
ed minutes.

4. Provides written reports on actions plans, 
status of district goals and achievements, 
information on agenda items where needed, 
and written recommendation(s) on action 
items.

5. Maintains the official board records and 
other records required by FOIA.

goal #2

Performance expectation: the 
superintendent will provide leader-
ship to the board in policy develop-
ment and policy implementation.

Superintendent indicators:
1. Informs the board of any changes to state 

and federal laws, rules and regulations.
2. Maintains and distributes board policies.
3. Provides recommendations, usually in writ-

ing, on all new or revised policies presented 
to the board for consideration.

4. Seeks out staff and public opinion on pro-
posed policies and shares the information 
with the board.

5. Implements and explains board policies and 
actions.

goal #3

Performance expectation: the 
superintendent will provide sound 
fiscal management to assist the 
board in financial management.

Superintendent indicators:
1. Coordinates with the board to develop the 

proposed budget.
2. Develops the proposed budget following 

the approved budget development process 
and timeline to meet state and local require-
ments.

3. Implements and administers the approved 
budget through sound business and fiscal 
practices as per board policy.

4. Administers the budget within board es-
tablished spending levels and recommends 
budget amendments when necessary.

5. Prepares monthly financial updates.
6. Maintains the district’s financial records and 

cooperates with auditors in the conduct of 
the annual audit.

board and 
community relations

The superintendent maintains a positive and 
productive working relationship with the board 
and the community.

goal #1

Performance expectation: the 
superintendent will provide leader-
ship in board, staff and community 
relationships.

Superintendent indicators:
1. Demonstrates respect and cooperation in 

professional relationships with the board and 
individual board members, staff and commu-
nity.

2. Recognizes and protects the chain of com-
mand concept.

3. Works with the board to develop and imple-
ment a process that encourages and seeks 
the input of staff at all levels in decision mak-
ing when appropriate.

4. Adheres to adopted board policies on media 
communications.

School board indicators
1. Serves as an advocate for children and public 

education.
2. Understands and responds to the needs of 

the district students and staff.

Other guiding principles
1. Think about areas of strengths.
2. Think about areas in need of improvement.
3. Think about specific, board-identified areas 

in need of improvement.
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Very few respon-
sibilities of a local school 

board and superintendent are 
more important than a positive 
and supportive relationship to-
ward each other. As the school dis-
trict’s board of directors, the board 
focuses on policy, setting a vision 
for schools, approving a school 
budget, and providing the critical 
link between the school district 
and the community. As CEO of the 
school district, the superintendent 
is charged with implementing 
board policy, providing support 
in establishing and pursuing a 
goal of academic excellence, and 
overseeing all aspects of the basic 
administration of the large and 
complex organization that makes 
up a school district. Clearly, the 
formal evaluation process of the 
superintendent exists as a compo-
nent of that relationship.

A joint working committee of 
the South Carolina School Boards 
Association (SCSBA) and the 
Superintendents’ Division of the 
South Carolina Association of 
School Administrators Association 
(SCASA) developed an evaluation 
process designed to assist both 
the board and the superintendent 
on how to approach the evalua-
tion process in a professional and 
productive manner. While it is a 
process that captures most of the 
major concepts of an effective 
evaluation system, more impor-
tantly, it is designed to be a per-
formance improvement instrument 
for the superintendent and school 
district. School boards and super-
intendents should feel free to use 
any or all parts of the process to fit 
their needs.

South Carolina
Association of School Administrators

South Carolina
School Boards Association

history 
and purpose

of the evaluation process

School boards 
should evaluate the 

superintendent’s per-
formance at least once 

a year. The evaluation pro-
vides boards with an opportunity 
to assess its working relationship 
with the superintendent, as well as 
its work as a team to promote dis-
trict goals. Evaluating the super-
intendent’s performance begins 
with reviewing the sound factors 
and characteristics that the board 
used in hiring the superintendent. 
These factors and characteristics 
should be used to evaluate the 
superintendent’s subsequent per-
formance.

The purposes of evaluating the 
superintendent should be to:

•	Enhance	the	working	relation-
ship between the superinten-
dent, and the school board and 
its officers.

•	Ensure	effective	administration	

of policies and procedures of 
the school district.

•	Assess	the	superintendent’s	
effectiveness in carrying out 
programs designed to meet the 
school district’s plans and goals.

•	Identify	the	board’s	perceptions	
of the strengths of the su-
perintendent and coopera-
tively develop a strategy 
for professional develop-
ment and district progress.

•	Document	that	the	board	
has communicated its de-
sires to the superintendent.

•	Provide	a	basis	for	commend-
ing, rewarding and reinforcing 
good work.

•	Gauge	the	superintendent’s	job	
satisfaction.

•	Gauge	the	board’s	satisfaction	
with the superintendent’s job 
performance.

•	Provide	dialogue	and	feedback	
on progress achieved between 
annual evaluations.

•	Gauge	the	district’s	progress	on	
goals the board has charged the 
superintendent to accomplish.

•	Give	the	board	an	opportunity	
to reaffirm its role as the super-
intendent’s employer.

Evaluating 
the super-
intendent’s 
performance is 

an ongoing pro-
cess that should 

include a system-
atic and planned 

mechanism for analysis of 
feedback on performance by the 
board. The following process is 
designed to yield a single report 
from the board on the perfor-
mance of the superintendent and 
future initiatives for the district.

annual evaluation 

purposes

annual evaluation 

timeline

evaluation cycle 

start
evaluation cycle 

mid-way

1. The board agrees to annually 
evaluate the superintendent at 
the beginning of their relation-
ship.

2.  The board and superintendent 
agree on the evaluation process 
and determine who will serve 
as the evaluation organizer. The 
evaluation organizer may be an 
outside facilitator (SCSBA staff, 
attorney, professor, consultant, 
etc.) or a member of the board.

3. The superintendent proposes 
priority goals and indicators 

of performance he/she rec-
ommends for inclusion in the 
evaluation process. Recommen-
dations should be based on the 
district’s strategic/improvement 
plan, long range objectives, ac-
creditation reports, etc.

4. The school board formally 
adopts the priority goals and 
indicators of performance to 
be included in the evaluation 
process.

5. The school board formally 
adopts Dimensions of the 
Superintendent (see insert) to 
prepare and guide board mem-
bers’ thinking and discussion 
of the superintendent’s perfor-
mance.

evaluation cycle

6. The superintendent provides 
the board a progress report on 
the priority goals and indica-
tors of performance. This may 
take place at a regular board 
meeting, work session or spe-
cial called meeting to discuss 
progress. Such progress reports 
or discussions may occur earlier 
and may be ongoing if deemed 
appropriate by the board and 
superintendent.

evaluation cycle 

end

school boards

(approximately one month prior to 
the evaluation meeting)

7. The superintendent sends his/
her final report on the progress 
of priority goals and indicators 
of performance to the board. 
The report should include the 
superintendent’s recommenda-
tions for future priority goals.

8. The evaluation organizer or 
superintendent at the direction 
of the evaluation organizer will 
send Dimensions of the Super-
intendent (see step 5) to each 
board member.

9. The evaluation organizer 
will communicate with each 
board member to discuss their 
thoughts related to the superin-
tendent’s performance in these 
three areas:

i. district priority goals
ii. Dimensions of the Superin-

tendent
iii. future priority goals

10. A special meeting of the 
board should be scheduled to 
discuss the evaluation of the 
superintendent. No other item 
should be on the agenda.

11. After opening comments from 
the superintendent, the board 
votes to enter into execu-
tive session for the purpose 
of evaluating the superin-
tendent’s performance. Dur-
ing executive session, the 
evaluation organizer shares 

information from the conver-
sations with board members 
and leads board members in 
discussions on three areas: 
strengths, areas for improve-
ment and specific improve-
ments the board identifies for 
the superintendent.

12. When board members have 
varying perceptions of the 
superintendent’s performance, 
they will discuss the reasons 
for their views and the evalu-
ation organizer will identify a 
consensus or prevailing view.

13. The evaluation organizer will 
take notes on consensus or 
prevailing views related to 
progress on priority goals, 
Dimensions of the Superinten-
dent, and areas for individual 
and district improvement. The 
superintendent is invited to 
return to the executive session 
to discuss areas of strength, 
areas needing improvement, 
specific improvements and fu-
ture priority goals as present-
ed by the evaluation organizer.

14.	Individual	board	members	
may express views or concerns 
that differ from those shared 
by the evaluation organizer. 
The superintendent is not 
expected to take action based 
on individual comments.

15. The superintendent can 
respond and ask questions 
about the board’s consensus 
or prevailing views presented 
by the evaluation organizer

16. The evaluation organizer 
prepares a written evalua-
tion report based on board 
members’ discussion during 
the evaluation meeting. The 
report addresses the con-
sensus or prevailing views on 
progress on priority goals, 
areas of strength, areas need-
ing improvement, specific im-
provements and future priority 
goals.

17. The board can approve or dis-
approve the written evaluation 
report compiled by the evalu-
ation organizer at a meeting 
of the board in open session. 
Once approved, the report 
becomes the superintendent’s 
evaluation.

18. A copy of the approved evalu-
ation report is kept on file in 
the district office.

19. The superintendent evaluation 
process should be conducted 
in accordance with the South 
Carolina	Freedom	of	Informa-
tion Act.
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meeting
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Dimen-
sions of the 

Superintendent 
is designed to guide 

the thinking of board members 
as they prepare to discuss the 
superintendent’s	performance.	It	
identifies three domains: 
educational leadership, 
district management, 
and board and com-
munity relationships. 
For each domain, there 
are goals or performance 
expectations, followed by 
sample indicators for each 
goal.	Priority	goals	identified	by	
the board and superintendent, 
along with Dimensions of the Su-
perintendent, become the focus 
of	the	evaluation.	Priority	goals	
should be recommended by the 
superintendent and approved 
by the board at the beginning 
of each evaluation cycle (recom-
mendation and approval of prior-
ity goals may be incorporated 
with the evaluation meeting and 
adoption of the evaluation report 
from the preceding year).

A “one size 
fits all” su-
perintendent 
evaluation 

process is not 
possible in South 

Carolina because of 
the vast differences in district size, 
complexity and circumstances. 
Any process should be reviewed 
and modified as appropriate by 
the local board working with the 
superintendent. The board and 
superintendent should agree on 
any modifications to the evalua-
tion process and formally adopt 
use of the finalized process. The 
evaluation process and Dimen-
sions of the Superintendent can 

be obtained by contacting SC-
SBA’s Office of Leadership De-

velopment at 803.799.6607 
or 800.326.3679. Training 
programs conducted by 

SCSBA and SCASA will incor-
porate qualities from the process 
to promote quality school gover-
nance and educational leadership.

school boards

beginning
•	School	board	

agrees to annu-
ally evaluate the 

superintendent’s 
performance as part of 

its contract with the superin-
tendent.

•	School	board,	working	with	
the superintendent, adopts an 
evaluation process and goals 
and indicators of performance 
tied to the district’s strategic 
plan.

•	School	board	selects	an	evalu-
ation organizer who may be 
someone from outside of the 
district or a board member.

middle
•	Superintendent	provides	prog-

ress report on goals and indica-
tors of performance.

end
•	Superintendent	

sends board mem-
bers final progress 
report, which 
should include 
proposed priority 
goals for the com-
ing year.

•	Evaluation	organizer	
provides Dimensions 
of the Superintendent 
document to board 
members to guide their 
thought process and dis-
cussions.

•	Evaluation	organizer	discusses	
the superintendent’s progress 
report and Dimensions of the 
Superintendent with each board 
member to prepare for the 
evaluation meeting.

•	Evaluation	organizer,	working	
with the board, sets a special 
board meeting to discuss com-
ments based on conversations 
with individual board members.

•	Evaluation	organizer	records	
consensus opinions from board 
members’ discussions, Dimen-
sions of the Superintendent, 
progress report and goals/ex-
pectations for next year con-
ducted during the special board 
meeting in executive session.

•	Superintendent	is	invited	into	
executive session to discuss the 
evaluation organizer’s recorded 
consensus opinions and areas 
of focus for next year (individual 
board members may express 
differing opinions as information 
for the superintendent).

•	School	board,	in	open	session,	
votes on approval of consensus 
report on the superintendent’s 
strengths and areas of focus for 
next year as the official evalua-
tion of the superintendent.

annual evaluation 

process
summary


