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EDUCATOR EFFECTIVENESS SYSTEM PRINCIPAL WORKGROUP 
Summary of Recommendations 

Overview 

In April 2014, the Hawaii State Department of Education invited all principals to participate in a full-
day, in-person workgroup meeting to discuss the Educator Effectiveness System (EES) and potential 
recommendations for design and implementation changes.   

Forty-eight (48) principals participated in the meeting, which resulted in substantive feedback to the 
Department. See Table 1 for a summary of participants’ characteristics.   

Table 1: Profile of Participants (number of participants) 
Gender Years of Service School Level 

Female 23 First year 10 Elementary 26 
Male 25 2-5 years 14 Middle 11 

6 – 10 years 14 Elementary/Inter 3 
11- 15 years 7 High 8 
16 or more years 3 

Participants reviewed relevant data, feedback from various stakeholders, national research and 
recommendations, and information from other states’ and districts’ implementation approaches. 
Throughout the meeting, participants were asked to weigh in on critical questions and provide 
commentary.  The raw data and original submissions by participants can be viewed on the EES site 
on the DOE Intranet.  

The findings and recommendations are summarized in this report. Key recommendations from the 
group include:  

1. Strive for a simpler system and streamline the components with the focus on pathways for
improvement. 

2. Establish evaluation cycles based on performance ratings.
3. Differentiate classroom observations based on performance and years of service.
4. Rethink how the Student Growth and Learning half reflects the learning that is happening as a

result from teachers’ action over the course of a year.

The Superintendent will make decisions about final EES design and implementation changes in mid-
June 2014. Those decisions will be based on the recommendations captured in this report, as well as 
recommendations from other sources, including the Department of Education/Hawaii State Teachers 
Associations’ Joint Committee, the Teacher Leader Workgroup, and the Technical Advisory Group. 
The Department will continue to engage these feedback groups throughout school year 2014-2015. 

https://intranet.hawaiipublicschools.org/sixstrategies/ees
https://intranet.hawaiipublicschools.org/sixstrategies/ees
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Table 2: Feedback and Findings from Workgroup Meeting by Component  
 

 Component Favorable Unfavorable Recommendations 

Te
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Classroom 
Observations 

§ Classroom observation 
process has been beneficial 
and the discussions coming 
out of this have improved 
teaching 

§ Meeting with the teachers is 
valuable and allows the 
principal to give very specific 
feedback and coaching 

§ Classroom observations are a dog-
and-pony show 

§ Too much time to do 2 observations 
for all teachers 

§ Differentiate for beginning 
teachers 

§ Differentiate based on 
performance 

§ Make classroom observations 
unannounced or walkthrough 

§ Need to add a “not observed” to 
the observation scoring 

Core 
Professionalism 

§ I like 4F because it allows the 
principal to infuse school 
direction into teacher 
responsibility 

§ 4F is very vague, PEP-T did a better job 
of describing how teachers are showing 
professionalism 

§ 4F at the component level is too specific 
and leaves out a lot of other duties, very 
limited 
 

§ Bring back PEP-T Duty 4 
§ Include all of Domain 4 
§ Rate at the Domain level 
§ Teachers have the option to 

choose an area of focus 
§ Allow Principals to align Domain 4 

with the school’s initiatives and 
differentiate between teachers  

§ 4F is very limiting 
Tripod Student 
Survey 

§ Zero favorable response 
recorded 

§ The survey is too long 
§ Double negatives in all grade levels is 

difficult for students to understand 

§ Develop our own survey 
§ Eliminate Tripod all together or at 

least in teacher’s evaluation  
§ Establish criterion referenced cut 

scores 
§ Correlate cut scores with student 

achievement instead of 
observations. 

Working 
Portfolio 

§ Cover sheet helps the NCT 
organize and focused 

§ Too many components for NCT 
§ Forcing fitting the Danielson 

components doesn’t make sense 

§ Differentiate 
§ Mirror the portfolio process of 

National Board Certification 
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 Component Favorable Unfavorable Recommendations 
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Student 
Learning 
Objectives 

§ Aligns nicely to the 6 priority 
strategies 

§ SLOs are an effective 
measure for growth 

§ SLO process has helped 
teachers look at their own 
data 

§ Schools and teachers had no 
consistency with the quality of SLOs 
submitted and approved 

§ Teachers are completing the SLOs 
because they have to and I’m not sure 
they are even paying much attention 
to the process 

§ SLOs have the greatest potential 
to provide an accurate picture of 
the learning that results from 
teachers’ action and should 
consist of the entire portion of 
Student Growth and Learning 

§ Shift to one high quality SLO for 
next year 

Student Growth 
Percentile 

 § Burden on testing grade teachers is 
totally disproportionate compared to 
non-tested grade teachers 

§ Range is too broad, needs to better 
align with Strive HI 

§ Lag is an issue 

§ SGP should be removed from 
EES 

§ HSA should not be the only 
assessment used for SGP 
Principals should be able to use 
multiple measures to determine 
growth 

 
 Overall  § The intent of EES is great § Teachers in non-tested grades 

have a big advantage over the 
tested grades  

§ Determine what is the biggest 
bang for the buck? We did all this 
work but didn’t produce the 
results 

§ Strive for a simpler system and 
streamline the components. Then 
the focus is more about pathways 
for improvement 
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Discussion of Findings: Classroom Observations 
Three themes emerged from the responses to the following Core Professionalism questions: 
1. Should the Department stick with the 5 components? 
2. How should we combine multiple observation cycles? 
 

 
“We need to get comfortable with what we are doing before we move on.” 

“Make the planning components the next ones to put into place.” 
“Principal discretion to select and focus on any number of components.” 

 
 
 

 
“Principal discretion/Professional judgment” 

“Only have one cycle or put them in a cycle like PEP-T” 
 

Classroom Observation Theme 1: Differentiation.  Overall, the principals recommended 
differentiating the number of observation cycles based on performance and tenure status. 
Specifically, teachers rated as proficient or distinguished would receive one observation, while 

18	  

5	  

2	  

18	  

0	   2	   4	   6	   8	   10	   12	   14	   16	   18	   20	  

Stay	  with	  5	  focus	  components	  next	  year	  and	  
re-‐evaluate	  from	  year-‐toyear	  the	  need	  to	  

expand	  

Stay	  with	  5	  focus	  components	  next	  year	  and	  
announce	  a	  plan	  to	  scale	  up	  to	  the	  full	  

framework	  

Add	  a	  few	  more	  components	  in	  SY	  
2014-‐2015,	  such	  as	  2C:	  Managing	  Classroom	  

Procedures	  

Expand	  to	  the	  full	  framework	  next	  year	  

Other	  
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Each	  cycle	  counts	  the	  same	  

Spring	  observation	  counts	  more	  than	  the	  fall	  

Take	  the	  highest	  score	  for	  each	  component	  
at	  the	  component	  level	  

Don't	  weight	  the	  observations	  using	  a	  
formula	  Look	  at	  all	  the	  data	  holistically	  

Take	  the	  more	  recent	  rating	  as	  the	  Pinal	  
rating	  

Other	  

Should	  the	  Department	  stick	  with	  the	  5	  components?	  

How	  should	  we	  combine	  multiple	  observation	  cycles?	  
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teachers rated as unsatisfactory or basic would receive two or more, depending on need.  In 
addition, all beginning teachers would receive two or more observations, based on need.  
 
Several principals also recommended that the Department, “Allow principals to differentiate 
which components to focus on.  Give principals discretion to select teachers to observe and 
which components to observe.” 
 
Classroom Observation Theme 2: Performance. Several of the principals raised 
concerns about classroom observations being a, “dog and pony show” and that walkthroughs 
may better reflect the actual day-to-day practice.  One principal noted, “The concern is whether 
or not the effective teaching that we observe is continuing after the observations. Since these 
observations are planned, all teachers are able to plan based on the rubrics and look-fors.” 
Another principal stated, “I do not like this because the teachers put on a show for that hour. 
They can have parent complaints, be non professional, but put on a show and do well.” 
 
Classroom Observation Theme 3: Workload.  Challenges associated with workload were 
a major theme throughout EES. Classroom observations are the most time consuming of all the 
components.  Principals reported feeling like the additional workload was not matched with 
appropriate resources or, “equitable amount of responsibility” removed. Alternatively, several 
principals reported that the various meetings allow them to give very specific feedback and 
coaching. One principal reported that the, “… classroom observation process has been 
beneficial and the discussions coming out of this has improved teaching.” 
 
Discussion of Findings: Core Professionalism 
Core professionalism encompasses the wide range of responsibilities and activities a teacher 
handles that are critical to their students and schools. Dedicated teachers make numerous 
contributions to their schools and always conduct themselves appropriately in and out of the 
classroom. Teachers demonstrate professionalism in the manner that they serve and lead 
others. Some themes emerged from the responses to the following Core Professionalism 
questions: 
 

1. Would you prefer to rate at the Domain level for Domain 1 and 4?  
2. Would you prefer to require additional components within Domains 1 or 4 of the 

teacher’s choice?  
3. How do you think Core Professionalism can better measure teacher’s professional 

duties? 
 
Core Professionalism Theme 1: Describing Behaviors of Professionalism. Several 
principals felt that PEP-T did a better job at describing the desired behaviors for core 
professionalism and recommended bringing back Duty 4. Most recommended rating Core 
Professionalism at the Domain (leaving it more vague) level and allowing principals to play a 
larger role in determine activities to ensure the alignment with school improvement initiatives.   
 
Some believe that teachers should be rated as proficient on core professionalism by default and 
that if they are going to be marked lower on this area, administrators would document the lack 
of professionalism (e.g. SOC, documentation of things turned in late, not coming to meetings, 
etc.). In addition, if teachers want to show they are distinguished, it would be their responsibility 
to upload enough documentation to earn that rating. 
 
Core Professionalism Theme 2: Teacher Reflection. Regardless of how the State 
moves forward with Core Professionalism, it should be rolled out in a way that allows teachers 
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“Can	  the	  demographic	  questions	  be	  given	  
separately?”	  

“Look	  at	  the	  data	  and	  determine	  which	  
demographic	  questions	  actually	  add	  value	  to	  the	  

survey	  data.”	  

to reflect and as an improvement toll. Finally, training was a big issue; many principals felt they 
did not receive the necessary training. 
 
Discussion of Findings: Tripod Student Survey 
Students provide an intimate perspective on teacher practice, given the amount of time they 
spend with their teachers. The experiences that students have are critical to their learning and 
the way that their classroom experiences shape their attitudes toward school and learning.  
Some themes emerged from the responses to the following Tripod student survey questions: 

1. Should Tripod be administered to Kindergarten? 
2. Should Tripod be administered twice a year for all teachers? 
3. Should the demographic questions on Tripod be removed? 
4. Should the Department anchor the NCE cuts in this year’s (2013-2014) statewide 

distribution? 
5. Should the Department use the classroom observation scores to anchor the NCE cuts? 

 
Tripod Theme 1: Usefulness. Many 
principals struggled to find the connection 
between the survey results and good 
teaching practices. For instance, one 
principal stated, “the cut scores need to 
change. Ineffective teachers are still able to 
score a 3 despite consistent unprofessional 
interactions with students”. Another stated, 
“Eliminate Tripod – does not correspond with 
everyday reality in the classroom.” 
 

A subtheme that emerged regarding the usefulness of the survey revolved around principals 
either advocating discontinuing the survey all together, or only using the survey as formative 
information and not part of EES.  
 

 
 
 
 
 

Should the demographics questions be 
removed? 

Remove the 
Demographics 

Keep 
Demographics 

Other 

54% 26% 20% 

1	  

4	  

25	  

15	  

Yes,	  as	  is	  

Yes,	  but	  only	  in	  the	  
spring	  and	  not	  in	  the	  fall	  

No	  

Other	  

Should	  Tripod	  be	  administered	  to	  Kindergarten?	  

Yes	  
36%	  

No	  
40%	  

Other	  
24%	  

Should	  Tripod	  be	  administered	  
to	  Kindergarten?	  
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“Can favorability percentages 
be used to determine cut 
scores?” 
 
“For a growth model, is a bell 
curve appropriate?” 
 
 
 
 
 

 
Discussion of Findings: Working Portfolio 
A working portfolio is a purposeful, ongoing collection of evidence that shows progress or 
achievement. Participants were asked to provide recommendations on how the working portfolio 
measure could be improved to better capture the effectiveness of non-classroom teachers.  
 
Overall there were not many comments regarding the working portfolio.  However it seems a 
general consensus is that using the Danielson Framework work feels like a force fit and there 
are too many components.  
 
Combining Teacher Practice Half 
 
1. Which methodology do you prefer for combining the measures of the Teacher Practice half? 

 
 
 
 
 
 
 
 
 
 
 
 
 
2. If a formula were used, 

what weights would you assign each of the three Teacher Practice measures? 
 
Principals typically gave classroom observations more weight than core professionalism. A 
few recommended keeping the weighting the same while most advocated to decrease 
Tripod to 5 percent or eliminating all together. Some of the weighting included: 

 
Classroom 

Observation Core Professionalism Tripod 

35% 15% - 
50% - - 
50% 50% - 
35% 10% 5% 

14	  

20	  

4	  

0	   5	   10	   15	   20	   25	  

Weighted	  formula	  to	  generate	  
overall	  teacher	  practice	  score	  

Professional	  judgement	  to	  
combine	  the	  multiple	  measures	  

Other	  

10	   9	  

16	  

Yes	   No	   Other	  

Should	  the	  Department	  anchor	  the	  NCE	  cut	  
scores	  in	  2013-‐2014	  statewide	  data?	  
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20% 20% 10% 
15% 25% 10% (not K-1) 

 
3. Are there other measures that should be considered for capturing teacher practice (ex: 

parent surveys)? 
 

Most principals responded no additional measures should be used for capturing teacher 
practice. However, a few did propose the following: 
§ Include a parent survey with principal discretion, 
§ Including observation of working in teams (data team, depart/grade level meetings) 

as part of Core Professionalism, and 
§ Informal walkthroughs. 
 

Discussion of Findings: Student Growth and Learning 
1. In what way does the student outcome half (SGP and SLO) provide an accurate picture 

of the learning that is the result from teachers’ action over the course of a year? 
2. Do you believe that teachers can earn an effective rating without meeting student growth 

and learning outcome expectations? 
3. 50 percent of a teacher’s evaluation must come from student outcome, what should the 

weighting be for SLOs and SGP? 
 

Student Growth and Learning Theme 1: Appropriate Measures.  Many principals 
strongly encouraged the Department to rethink how the Student Growth and Learning half is 
implemented, going forward. For instance one principal stated,  
 

SGP provides a highly inaccurate picture of the learning that is a result from 
teachers' actions over the course of the year. My most effective teacher received 
the lowest SGP and my least effective teacher received the highest SGP. SLOs 
have been a highly accurate picture of the learning that is happening in a class. 
The SLO's is based on goals established by teachers. Some teachers fall short of 
the SLOs but have shown tremendous efforts in impacting student learning. Some 
teachers have been overambitious and I would not want them penalized for not 
meeting the goals. Some teachers have also been very conservative in goal setting 
to ensure they are not penalized. SGPs, especially school SGPs are not a good 
indicator of teacher practice and effectiveness for some role groups...i.e. I have a 
teacher who did not do well in classroom observations, but the school's SGP helps 
offset that. I am concerned that when taking measures into account that does not 
reflect a teacher may defeat the intent of accountability and "protect" ineffective 
teachers that may be causing harm. 

  
Principals do agree that teaching and learning is about student growth; however, how the 
student growth and learning half is combined may not lend itself to reflecting effective teaching. 
One principal stated, “I have ineffective teachers that scored a three thanks to the hard work of 
the other teachers.”  Another principal commented, “Teachers in the non tested grades have a 
big advantage over the tested grades. There is more pressure on individual teachers in tested 
grades…” and finally, “teacher’s action has a big impact on student outcome but there are many 
variables that can affect student learning thus SGP and SLO is only part of the overall picture.” 
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Student Growth and Learning Theme 2: Multiple Measures.  Several principals 
commented on the insufficient use of multiple measures for the student growth and learning 
half.  Specifically, several stated that teachers who do not have SGP do not have multiple 
measures for student growth and learning.  One principal stated, “multiple measures means 
having different evaluation tools. We only have SLOs and no SGP. Making teachers count both 
SLOs is not multiple measures but counting double of one measure.”  
 
Discussion of Findings: Student Learning Objectives 
Student Learning Objectives (SLOs) strengthen the way teachers set goals and support student 
achievement. SLOs are flexible and unite student, teacher, and principals in ongoing efforts to 
improve student achievement.  
 
Question Responses 
1. How many 

SLOs should 
be required 
for teachers 
in tested 
grades and 
subjects?  

2. How many 
SLOs should 
be required 
for teachers 
in non-tested 
grades and 
subjects?  

3. How many 
SLOs should 
be required 
for non-
classroom 
teachers? 

 
4. Should the 

number of 
SLOs be 
differentiated 
based on any 
other 
criteria? 

• No, be consistent 
• No, if the teacher is not performing up to par, then the SLO is the wrong 

tool to use to get a teacher to become more effective. 
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Student Learning Objective Theme 1: Accuracy. Overall principals were receptive to the 
SLO process and believe that over time it can be an effective measure for student growth. 
However, some stated that the template is time consuming and involves too much record 
keeping. Furthermore, some principals stated that because of the way the evaluation system 
was rolled out and SLOs in particular, many teachers are completing the SLOs because they 
have to and not really paying attention to the process or its purpose. Finally, schools and 
teachers had no consistency with the quality of SLOs submitted and approved.  
 
Discussion of Findings: Student Growth Percentile 
Student Growth Percentile (SGP) is calculated using a statistically robust approach, pioneered 
by the Colorado Department of Education.  Some themes emerged from the responses to the 
following SGP questions: 
 
1. Should SGP play more or less of a factor in EES? 
2. Do ELA and Math teachers have a larger impact on students’ outcomes in these subject 

areas? 
a. If yes, should SGP have a larger weighting for tested grades and subjects than 

non tested grades and subjects? 
3. How should student growth be attributed to teachers’ evaluation? 
4. Should the SGP cuts be modified? 
5. When considering the cuts, how much growth is enough? 

 
Student Growth Percentile Theme 1: Lag.  Most struggled with the fact that SGP data are 
lagging and believe that it should be data from the present year, in order to include it in the EES.  
 
Student Growth Percentile Theme 2: Philosophical Disagreement. Fundamentally 
and philosophically many do not believe that the student growth percentile can accurately 
measure student growth for all students and should not be used in teachers’ evaluations. One 
principal stated, “…this is based on how well a student does on one day in the year.” Another 
stated, “SGP is difficult because most of my students are not good test takers but are able to 
demonstrate the standards through formative assessment. There are other measures that show 
learning is taking place from a result of teacher action such as data teams.” Finally, another 
principal stated, “ I believe HSA should not be the only assessment used for SGP. Principals 
should be able to use multiple measures to determine growth.” 
 
Student Growth Percentile Theme 3: Inequity.  Some principals felt that it is unfair that 
English Language Arts and Mathematic teachers shoulder the burden for the school-wide SGP 
because “student growth is everyone’s responsibility.” Anther principal stated, “ SGP should 
weigh the same for teachers in school to ensure all teachers are working to improve student 
achievement… especially concerning school wide improvement efforts.” 
 
  



	   Page 11 of 12	  

1. How should student growth be attributed to teachers’ evaluation? 
• “no SGP in EES” 
• “SGP should be 

eliminated. 
Student 
Improvement 
might be a helpful 
measures, but 
NOT SGP as it is 
currently 
calculated.” 

• “ I think the 
weighting needs to 
be differentiated 
depending if you are a classroom teacher or non classroom teacher … and also, differentiated 
between tested GL and non tested GL. For non tested GL classroom teachers, they are taking 
the school median SGP … but it “saves” ineffective and harmful teachers from necessary 
action. Recommendation to differentiate…” 

•  
Combining Student Growth and Learning Half 

Student Learning 
Objectives 

Student Growth 
Percentile Comments 

35% 15%  
25% 25% “I believe it should be 25% for SLO and 

25% SGP for all teachers and not just 
tested grades. The entire school should be 
responsible for ALL student learning and 
growth.” 

45% 5% “SGP is not a valid indicator… SLOs are 
better, but subject to manipulation 
depending on how challenging they are.” 

50% 0% “SGP should be eliminated” 
 
Discussion of Findings: Overall Rating 
Many principals agreed the overall idea and design of EES is right because, “… it has provided 
a frame of reference for teachers to internalize expectations and indicators of effective 
teaching.” However, many also stated the current EES has too many measures and as a result 
dilutes the focus and efforts and recommended strengthening the measures that “… give us the 
biggest band for our buck with the greatest accuracy.” Some themes emerged from the 
responses to the following overall rating questions: 
 
1. How should the final effectiveness rating be calculated? 
2. Should it be difficult to be identified as effective if student outcome results are low? 
3. At what level should principal discretion be incorporated? 
 
Overall Rating Theme 1: Differentiation Classroom Observations. Most principals 
agreed that it makes sense to differentiate classroom observations based on experience and 
effectiveness rating.  One principal stated, “I like having the flexibility to observe effective 
teachers less and having more time to work with new or marginal teachers.” Overall, principals 
agreed that a minimum of one formal observation was needed, with the potential to increase 
based on walkthroughs and other triggers. 
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14	  

0	   2	   4	   6	   8	   10	   12	   14	   16	  

10%	  for	  both	  tested	  grades	  and	  non	  
tested	  grades	  

10%	  (5%	  math	  and	  5%	  ELA)	  
everyone	  at	  the	  school	  gets	  a	  school	  

10%	  (ELA	  only)	  everyone	  at	  the	  
school	  gets	  a	  school	  wide,	  no	  tested	  

Keep	  the	  same	  -‐	  5%	  school	  wide	  and	  
25%	  tested	  grades	  and	  subjects	  

Other	  
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Overall Rating Theme 2: Differentiating Yearly Evaluations. Principals agree the 
Department should strive for a simpler system and streamline the components with the focus on 
differentiating pathways for improvement.  One recommendation to simplify the system is to 
placing teachers into groups based on their performance rating and tenured status. Tenured 
teachers who are effective or highly effective are placed on a two or three-year evaluation cycle 
freeing up time for principals to provide targeted support to probationary and marginal teachers, 
which are evaluated annually until performance improves.  
 
Overall Rating Theme 3: Calculating the Final Rating.  Principals were asked to weigh-
in on how the EES final calculation should be combined, below are the results. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Other included: 
• Formula to combine each half, professional judgment with guidelines 
• Professional judgment with guidelines, different effectiveness standards for different 

populations (new vs. tenured teachers), rating new teachers with the same requirement as 
experienced teachers is not realistic. They need time to develop without the expectations 
that they will get mentoring assistance. 

• Use formula but put higher weight on the student growth side. 
• Keep the current matrix as is and differentiate based on effectiveness standards for different 

populations. 
• Teacher observation and teacher practice should weight higher than student growth and 

learning. Teachers make the difference and when they do, it will ultimately determine the 
student growth and learning.  Also, if a teacher is marginal in one of these areas, the 
teacher must receive a “marginal” overall.  

 
Conclusion and Next Steps 
The Department greatly appreciated the substantive feedback provided by the principals who 
participated in the workgroup meeting. The feedback will play a significant role in information the 
Superintendent’s final decisions about EES changes.  
 

7	  
11%	  

15	  
25%	  

11	  
18%	  

9	  
15%	  

4	  
7%	  

6	  
10%	  

9	  
15%	  

Formula	  

Professional	  Judgment	  with	  guidelines	  

Business	  Rules	  like	  Strive	  Hi	  with	  
certain	  "Plags"	  
Keep	  the	  same	  

Matrix	  Approach	  where	  student	  
growth	  &	  learning	  holds	  more	  weight	  
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