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The Case for Leadership Assessment

 Most school leadership improvement focuses on 

professional development, mentoring, licensing policies, 

and standards.

 Minimal attention has been paid to assessment, 

feedback, and subsequent action.

 Leadership assessment and feedback is an important 

missing link to improving and strengthening school 

leadership.
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Learning-Centered Leadership

 Leaders should be assessed on leadership behaviors 

associated with student learning.

 Learning-centered leadership is leadership for student 

performance.

 Learning-centered leadership is the framework for our 

leadership assessment system.
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Learning ðCentered Leadership

Å Staying consistently focused on  learning, 

teaching, curriculum, and assessment

Å Making all the other dimensions of 

schooling (e.g., administration, organization, 

finance) work in the service of improved 

student learning  



Leadership Behavior Framework
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Definitions of Core Components
 High Standards for Student LearningðThere are individual, team, 

and school goals for rigorous student academic and social learning.

 Rigorous Curriculum (content)ðThere is ambitious academic content 
provided to all students in core academic subjects.

 Quality Instruction (pedagogy)ðThere are effective instructional practices 
that maximize student academic and social learning.

 Culture of Learning & Professional BehaviorðThere are integrated 
communities of professional practice in the service of student academic and 
social learning. There is a healthy school environment in which student learning 
is the central focus.

 Connections to External CommunitiesðThere are linkages to family and/or 
other people and institutions in the community that advance academic and 
social learning.

 Performance Accountabilityð Leadership holds itself and others responsible 
for realizing high standards of performance for student academic and social 
learning. There is individual and collective responsibility among the professional 
staff and students.
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Definitions of Key Processes

 PlanningðArticulate shared direction and coherent policies, practices, and 
procedures for realizing high standards of student performance.

 ImplementingðEngage people, ideas, and resources to put into practice 
the activities necessary to realize high standards for student performance.

 SupportingðCreate enabling conditions; secure and use the financial, 
political, technological, and human resources necessary to promote 
academic and social learning.

 AdvocatingðPromotes the diverse needs of students within and beyond 
the school.

 CommunicatingðDevelop, utilize, and maintain systems of exchange 
among members of the school and with its external communities.

 MonitoringðSystematically collect and analyze data to make judgments 
that guide decisions and actions for continuous improvement.
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The Need for a Valid and Reliable 

Principal Leadership Assessment Tool

 Virtually every school district in the United States (N 
= 14,000 school districts and over 90,000 schools) 
requires some form of evaluation of its principals.

 Many states and districts have developed their own 
leadership assessment tools.

 Our analysis of the assessments with large urban 
school districts indicates that few have a conceptual 
framework based on how leaders improve student 
learning, nor have they been validated for their 
intended uses. 



Comparing Sampled Evaluations 

with the Learning-Centered Core Components

Rigorous Curriculum 
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Quality Instruction
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Comparing Sampled Evaluations 

with the Learning-Centered Core Components

Content Focus Sorted by the Core Components of the 

Learner-Centered Framework
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From the sampled principal leadership 

assessment instruments, we find: 

 Various levels of specificity 

 Wide spread of assessed areas 

 Limited depth 

 Locally designed procedures for growth and 
development 

 More on knowledge and skills, less on behavior  

 Lack of consistent focus on school performance as 
measured by student achievement 

 No psychometric development or reporting



The VAL-ED Instrument

 The instrument consists of 72 items defining six core 
component subscales and six key process subscales. 

 Principal, Teachers, & Supervisor provide a 360-degree, 
evidenced-based assessment of leadership behaviors. 

 Respondents rate effectiveness of 72 behaviors on scale 
1=Ineffective to 5=Outstandingly effective.

 Each respondent rates the principalôs effectiveness after
indicating the sources of evidence on which the effectiveness 
is rated.

 Two parallel forms of the assessment facilitate measuring 
growth over time.

 The instrument is available in both paper and online versions.
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Purpose & Uses 

 The VAL-ED can be used as part of a comprehensive 

assessment of the effectiveness of a leader's behaviors.

 The VAL-ED reports principal performance through

 Norm-referenced scores and

 Criterion-reference scores. 

 VAL-ED can be used annually or more frequently to:

 Facilitate a data-based performance evaluation,

 Measure performance growth, and

 Guide professional development.
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Directions for Completing Rating Scale
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An Example Set of Responses
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Assessing Learning-Centered Leadership:

The VAL-ED visioné

A leadership assessment system that has the following properties:

 Works well in a variety of settings and circumstances,

 Is construct valid,

 Is reliable,

 If feasible for widespread use,

 Provides accurate and useful reporting of results.

 Is unbiased,

 Yields a diagnostic profile for summative and formative purposes.

 Can be used to measure progress over time in the development of 

leadership, and

 Predicts important outcomes.
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Psychometric Evidence
 Item and response scale development

 Based on review of learning-centered leadership literature and 
alignment to ISLLC standards.

 Critiqued by education leaders and leadership researchers.

 Item sorting study

 Established content validity by asking education leaders to sort 
the items into 36 cells.

 Cognitive interviews of paper/pencil version 

 Two rounds of cognitive interviews in three districts each.

 Three respondents evaluated the format and items.

 Nine-school pilot test (320/440 teachers = 73%)

 Estimated reliability of each of 12 scales.

 Established construct validity through factor analysis.

 Established face validity through questions to respondents.
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Psychometric Evidence

 Cognitive interviews of online instrument including 
revisions based on 9-school pilot

 Bias review

 Submitted to urban districts to evaluate language.

 11-school pilot test (283 teachers for 57% response 
rate)

 Confirmed changes made after 9-school pilot test.

 National Field Trial
 60 districts (9 Wallace districts)
 235 schools for principal data, 253 schools for supervisor data, 245 schools for 

teachers data
 8,863 teachers
 218 schools for which there was data from all three respondent groups
 50% of the schools had a 68 percent teacher response or better
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Performance Level Descriptors
 Distinguished

 A distinguished leader exhibits  learning centered leadership behaviors at levels 

of effectiveness that are virtually certain to influence teachers positively and result 

in strong value-added to student achievement and social learning for all students. 

 Proficient

 A proficient leader exhibits learning centered leadership behaviors at levels of 

effectiveness that are likely to influence teachers positively and result in 

acceptable value-added to student achievement and social learning for all 

students. 

 Basic

 A leader at the basic level of proficiency exhibits learning centered leadership 

behaviors at levels of effectiveness that are likely to influence teachers positively 

and result in acceptable value-added to student achievement and social learning 

for some sub-groups of students, but not all. 

 Below basic

 A leader at the below basic level of proficiency exhibits learning centered 

leadership behaviors at levels of effectiveness that are unlikely to influence 

teachers positively nor result in acceptable value-added to student achievement 

and social learning for students. 
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Interpretation of Rating Scale Results

 Descriptive Analysis

 Total Score

 Core Components Subscale Scores

 Key Process Subscale Scores

 Norm-Referenced Profiles

 Principal

 Teacher

 Supervisor

 Total respondent composite

 Criterion-Referenced Profiles

 Distinguished

 Proficient

 Basic

 Below basic
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Aggregated Effectiveness Ratings



To what degree 

did the teachers 

agree with each 

other regarding 

their 

effectiveness 

ratings of the 

principalôs 

leadership 

behaviors?

ÅBecause there are a 

group of teachers 

responding the 

standard deviation 

and a graphic 

distribution of the 

percentage of ratings 

at each Effectiveness 

rating point are 

provided to illustrate 

the variability among 

teachersôratings. 

To what degree 

did the 3 

respondent 

groups agree with 

each other 

regarding their 

effectiveness 

ratings of the 

principalôs 

leadership 

behaviors?

ÅThe shade score 

bands and actual mean  

effectiveness ratings 

for the Total and each 

Core Component 

indicate they are quite 

similar for each 

respondent group.

Figure 3.4. Comparison of respondent groupsôratings of principalôs behavior.





Which areas of 

leadership behavior 

represent areas of 

relative strength and 

areas for possible 

improvement?

ÅThis matrix provides an 

integrated summary of the 

principalôs relative 

strengths and areas for 

possible growth. 

ÅCells with BB indicate 

skill areas in the greatest 

need of attention. These 

cells represent leadership 

behaviors where the mean 

item scores for the 

intersection of the Core 

Components and Key 

Processes across all three 

respondent groups fell in 

the Below Basic 

Performance Level.

Figure 3.5.  Summary matrix identifying relative strengths and areas for improvement.



VAL-ED and Professional Growth

 Cell-by-cell feedback highlights up to 6 

potential areas of growth.

 Behaviors from these 6 domains are listed.

 Areas of growth provide principals with 

information about key targets for professional 

development.
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Leadership Behaviors for Possible Improvement

Example of a potential area of growth:

2009



To Learn More é

Visit:  www.valed.com
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http://www.valed.com/

