Section I�Questions in Planning� an Evaluation Process
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here are several questions to be thought through in planning an evaluation process. First of all, is it a desirable thing to do at this point in time? What are the reasons for the evaluation? Are there certain assump�tions, perhaps, that people are making about the outcome of the evaluation that may or may not be valid? Will it be part of an informed process promoting regular and responsible evalua�tion of school leadership and personnel throughout the system? Is it a crisis inter�vention strategy for handling a personnel situation that calls for major change in a person's style and behav�ior? If the latter is the case then it might be well to think further about who should, can and will change.


	Who should change? Has this expecta�tion been communicated per�sonally to the leader involved? With what result? Who has determined that a change is desirable? Has there been reasonable documentation of the im�perative for change? What will likely happen if no change occurs? Is it just the leader under scrutiny who needs to change or will change be required of others as well? Who can change? Is it reasonable to expect that the person will be capable of making the kind of attitudinal or behavioral adjust�ment that might be deemed necessary? What supports will be available to help the leader do so? If he or she cannot make the change, what then? Who will change? What is the motiva�tion that will lead the person to change, alter behav�ior, modify actions, redirect energies, eliminate activities, adjust relation�ships, or simply approach things with a different attitude? Some degree of commit�ment will be needed in order for the individ�ual conscientiously to attempt a change for the better. How will that com�mitment be obtained?


�Strategic Questions


	Secondly, there are many strate�gic decisions that need to be made in going forward with leadership evalua�tion:


�SYMBOL 114 \f "Wingdings" \s 12 \h�	People need to be clear about who is calling for the evaluation and who will be the recipient of reports that result from the evaluation.


�SYMBOL 114 \f "Wingdings" \s 12 \h�	The purpose and goals of the evalua�tion process need to be de�termined and communicated to those involved.


�SYMBOL 114 \f "Wingdings" \s 12 \h�	Decisions have to be made about the design of the evaluation pro�cess and of instruments that will be used in the process (see below). 


�SYMBOL 114 \f "Wingdings" \s 12 \h�	A clear determination should be made about who will have ultimate say about how the evaluation pro�ceeds. 


�SYMBOL 114 \f "Wingdings" \s 12 \h�	Someone needs to be assigned to work with the leader being evalu�ated to get his or her input into the process, espe�cially in terms of the criteria that will be used in evaluat�ing performance.


�SYMBOL 114 \f "Wingdings" \s 12 \h�	The method of documentation needs to be established (e.g., what will be in�cluded in the official rec�ord and who will have access to it?).


�SYMBOL 114 \f "Wingdings" \s 12 \h�	A plan should be in place for giving feedback on the results of the evalua�tion to the leader being evaluated.


�SYMBOL 114 \f "Wingdings" \s 12 \h�	Someone should be prepared to work with the leader afterwards to follow up on the recommendations that result from the evaluation. 


�SYMBOL 114 \f "Wingdings" \s 12 \h�	There is the question of what from the evaluation, if anything, should be made public. If there is to be a public report, who will receive it, how should it be done, and what form should it take?


�SYMBOL 114 \f "Wingdings" \s 12 \h�	Arrangements should be made to evaluate the whole process once it is over in order to ascertain what has been learned from implement�ing the evaluation that might be useful the next time. 


�SYMBOL 114 \f "Wingdings" \s 12 \h�	Lastly, provision should be made for sorting out issues that may emerge during the evaluation that deserve fur�ther study and evalua�tion by the insti�tution.


Design Questions


	More specific questions can be expected to arise in working out the design of the evaluation process:


�SYMBOL 71 \f "Monotype Sorts" \s 12 \h�	What will be the input of the leader being evaluated into the selection of the process and the tools that will be used to gather information?


�SYMBOL 71 \f "Monotype Sorts" \s 12 \h�	Who will be asked to participate in the evaluation process? How will their level of participation be ap�propriate to their involvement in the school and their in�vestment in the outcome of the evaluation process? Is what they are being asked to do by way of evaluation commensu�rate with their knowledge of the role and their experience of the person?


�SYMBOL 71 \f "Monotype Sorts" \s 12 \h�	Should different procedures be used for different constituencies (e.g., parents, faculty, students)? If individuals or groups of people are to be selected from any of the con�stituencies, how will they be chosen?


�SYMBOL 71 \f "Monotype Sorts" \s 12 \h�	How will confidentiality be respect�ed on the part of both the partici�pants and the institution? To what extent is discussion and consensus of view�points considered desirable?


�SYMBOL 71 \f "Monotype Sorts" \s 12 \h�	Given the purpose and goals of the evaluation process, what kind of infor�mation needs to be collected? How should that information be gathered (e.g., records, correspon�dence, com�mittee reports, news�letters, clippings, time logs, professional portfolio)? What tools or instruments will be used (e.g., private interview, structured sur�vey, open-ended questionnaire)?


�SYMBOL 71 \f "Monotype Sorts" \s 12 \h�	Check the presuppositions of lan�guage that will be used in the evaluation process. For example, “Strengths and Weaknesses” is commonly used termi�nology. “Limitations” may be a more appro�priate word for “weaknesses” (a concocted term that only seems to ap�pear in personnel evaluations and comes remarkably close to sounding sinful). Identification of specific “limitations” may help the leader realize that he or she needs to find a way to compensate in a deficient area (e.g., through someone on staff who brings the necessary comple�men�tary skills). The aim is to make the leader's personal and profes�sional goal setting after the evaluation as reasonable and realistic as possible.


�SYMBOL 71 \f "Monotype Sorts" \s 12 \h�	What will be the schedule, order and timing of the evaluation pro�cess? What procedures need to be in place at each step of the pro�cess?


�SYMBOL 71 \f "Monotype Sorts" \s 12 \h�	How will participants be thanked for their participation? How will they be in�formed about any results that are made public?


�SYMBOL 71 \f "Monotype Sorts" \s 12 \h�	Ultimately, is the process one that promises to achieve the purpose and goals of the evaluation? Is it likely to produce useful results in line with the criteria agreed upon for evaluating the leader's perform�ance? Is it a fair and just process consistent with the school's mission and philosophy? Would those who designed the process be willing to undergo it if they were being evaluated?


Timing Questions


	An aim to keep in mind in setting up the evaluation process is to keep it smart and simple. First of all, conduct the evalua�tion at a time when people's energies are likely to be at their highest. Ideally, you want to solicit input that is thoughtful, consider�ate and reasonably objective; work, there�fore, to create a positive environment for the evaluation. Avoid the more hectic periods in the academic year. While there is never absolute calm in the life of a school, try to predict when there may be fewer storms to weather. Insofar as possible, do not conduct the evaluation at a time when people are reacting to the imme�diacy of a stressful situation. Consider, moreover, the needs and concerns of the leader being evaluated. In terms of timing, find out what would give him or her ample opportunity to reflect on the results and incorporate what may be learned from doing so into his or her per�sonal and professional goals for the months ahead.


	Secondly, keep the time period for the evaluation from start to finish mercifully short. Do not allow the evaluation to drag on indefinitely. It is fair to assume that neither those evalu�ating nor the one being evalu�ated care to hang fire for long. Also, what�ever instruments are used in the process should be such that they can be com�pleted easily within a reasonably short span of time and still produce worth�while information. Four to six weeks from start to finish should be adequate time to gather data from various sources and report back the results.


Frequency Questions


	How often should one expect to be evaluated? Ironically, of course, anyone in a leadership position is con�tinually being evaluated—albeit on an informal basis with a lot of Monday morning quarterbacking—by almost every constituency that makes up the school community. How often should a formal evaluation of leadership be done? Some formal evaluation is recom�mended during every year of service in a leadership role. Obviously the ideal is a habitual pattern of experience, reflec�tion, action and evaluation. It might be more reasonable, however, to talk about levels of formal evaluation in terms of three-year cycles. The following exam�ples, which can be read as applying primarily to the president but could be easily adapted to other leadership posi�tions, are offered only by way of sugges�tion:


	(I)	First year in the position • Level 1 Evaluation: Involving a couple of people reviewing and clarifying ex�pectations and the position descrip�tion (more infor�mal in nature and primarily with board chair and key administra�tors).


	(II)	Second year in the position • Level 2 Evaluation: Involving a few select people from different constitu�encies (e.g., board, ad�ministration, faculty and staff, parents) reflecting on com�peten�cies, identifying areas needing at�tention, refining support systems (also a natural lead-in to a more de�tailed process in the third year).


	(III)	Third year in the position • Level 3 Evaluation: Involving people signifi�cantly affected by and concerned with the leader�ship position, using a more for�mal, detailed process (using tools such as a short survey) reflect�ing on goals and accomplishments, refining expectations, calling for a strategic leadership plan.


	(IV)	Fourth year in the position • Level 1 Evaluation: Involving a couple of people reviewing the lead�ership plan (more informal in nature and pri�marily with board chair and key administrators).


	(V)	Fifth year in the position • Level 2 Evaluation: Involving a few select people from different constituencies (e.g., board, ad�ministration, faculty and staff, parents) reflecting on pro�gress in meeting objectives of the leader�ship plan (also a natural lead-in to a more detailed process in the sixth year).


	(VI)	Sixth year in the position • Level 3 Evaluation: Involving people signifi�cantly affected by and concerned with the leader�ship position, using a more com�prehensive process (involv�ing the use of tools such as in�ter�views and reflectionnaires) reflect�ing on goals and accomplishments, set�ting institutional and leader�ship priorities for the future.


	(VII)	Etc.


Process Questions


	Of all the things to be considered in developing a plan for evaluating Igna�tian leadership in Jesuit schools, most important are the fundamental ques�tions that should be asked of the pro�cess as a whole. Those fundamental questions and their implied values are easily derived from the character�istics of Jesuit education:


	(1)	Does the process start from the princi�ple that we are all sinners wholeheart�edly loved by God and called by God to holiness?


	(2)	Does the process demonstrate a gener�ous love and concern for all in�volved?


	(3)	Does the process invite people to examine genuinely and realistically ob�stacles to personal freedom and growth?


	(4)	Does the process follow the model of Jesus Christ who gave himself for others that they might have life and have it in abundance? In other words, is the process life-giving?


	(5)	Does the process promote the human dignity and human rights of all? Does it recognize conversion, reconciliation and healing as fun�damental needs of the school com�munity?


	(6)	Does the process invite people to be companions to one another in the ministry of leadership and teach�ing?


	(7)	Does the process attempt to foster community and collaboration?


	(8)	Does the process hold excellence in all things as a standard of evalua�tion?


	(9)	Does the process encourage growth in leadership and vision?


	(10)	Does the process foster learning through the Ignatian dynamic in�ter�play of experience, reflection, action?


	Without a doubt, the Ignatian norm of the magis should be the guiding principle. What will lead to the greater glory of God, the greater service of one's neighbor and the greater good of the school community? Above all else then, a spirit of discerning what is the greater good to be done should characterize the conversation we call the evaluation of Ignatian leadership in Jesuit schools.
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