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Two questions on APPR Implementation
1) If you could share one positive aspect of your district’s experience with implementing new teacher and principal evaluation procedures with

the leadership of the State Education Department, what would you share?
2) What has been the most difficult or challenging aspect of your district’s experience with implementing your plan for teacher and principal

evaluations? With this question we are not seeking comments on difficulties in negotiating your plan, or criticisms of the state requirements,
per se, but rather examples of practical difficulties your district has encountered in trying to carry out your approved APPR plan.

Region

Positive

Negative

Upstate Suburb

Much richer evidenced based conversations surrounding practice

Time to do high quality work and prepare APPR narrative documents
against other competing priorities, such as Common Core

Downstate Suburb

The positive aspect is that everyone is paying attention to the rubric and
trying very hard to improve their instructional and/or supervisory practice.

The most difficult aspect or challenging aspect has been finding the time,
with the small administrative staff that we have, to conduct all the
observations as thoroughly as we would like to while providing the
feedback that we feel our teachers and principals deserve. I won’t even go
down the road of all the testing and the technology glitches!

Upstate Rural

The overall evaluation discussions around the observations and the
associated rubrics have been pointed and powerful around effective
teaching and outcomes.

The timeline of the implementation and the APPR submittal and approval
process has been very difficult. The union push back has been significant
and we expect the first "ineffective" rating that appears will lead to many
lawsuits and challenges.

Downstate Suburb

The administration and teachers created a joint committee to investigate,
coordinate, plan and implement the APPR plan. Committee members were
able to share opinions and voice concerns. We developed a good working
relationship.

Trust and fear issues among faculty throughout the district are widespread.
While we had been on a steady path toward improving trust and building
positive relationships prior to this, the new APPR plan seems to have set us
back in this area.

Downstate Suburb

There has been more of a focus on the quality of the evaluation process for
both teachers and principals.

Getting all the evaluations done in a timely fashion due to the pre and post
conferences. Dealing with the SLO benchmarking and final evaluations.
Doing all the required calculations and meetings in June while dealing with
Regents exams, state science assessments, field testing, and just the normal
business of closing school...while continuing to meet with the units on the
first year efficacy of the APPR plan and how it worked in the district for
those involved.
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Region

Positive

Negative

Downstate Suburb

The most positive element of the new process was the 60%. It pushed us to
change our APPR and move to Danielsen 2007. Our teachers and principals
have done a very good job in implementing the system and it has positively
impacted school culture on professional practice.

The SLOs by and large have just created a layer of “busy work”. We will
work harder next year to determine if we can move to a building SLO goal
and hopefully that will prove to be a benefit.

Upstate Rural

It has forced our teachers and principals to be much more self-reflective
and has guided valuable and productive conversations between them
about instruction and learning.

Not having a standardized assessment for all of the areas that are required
to be tested (music, art, PE, etc.) was difficult. We used BOCES developed
assessments, but these varied widely on how rigorous and/or time
consuming they were to administer.

Upstate Suburb

I believe there are many more instructional conversations taking place
between teachers and administrators which requires administrators to be
fluent in our evaluation rubric as well as function as instructional leaders.

The cost: Time and money. We have to pull teachers out to write
assessment questions, administer tests, and grade assessments. They are
missing way too much time from their classroom responsibilities as well as
the costs for substitute teachers. The tests are way too long (longer than
the LSAT for example). The other practical part is delivering certain
assessments such as PE on a common date/time. Some of this over
emphasis on testing in these kinds of areas is very frustrating for parents
and could threaten to derail the testing regime as it is starting to happen in
Texas.

Upstate Rural

Positive Effect - It has provided an incentive to work more closely together
with members of the teachers' union in order to come up with an effective
tool to measure teacher performance and them with administrators. I have
seen tremendously effective pre and post-observation discussions going on
between teachers and principals.

Negative Effect - Since the SLO's had to be prepared in October and the
APPR plan wasn't state approved until early January, what the teachers had
prepared initially doesn't fully match with what the state approved. I truly
believe we will come out in a better place once we get the process figured
out, but unfortunately this rush to have a process in place has caused more
issues than if we had been able to think it through and adapt as
needed.Additionally, it has been an nightmare trying to prepare regional
assessments that are rigorous and consistent across grade levels. To be
honest, many of the regional assessments are far less rigorous than past
teacher prepared exams, yet the teacher can't use them because they have
a "vested" interest in the results...

Upstate Rural

1. Positive-Great conversations about instruction between teachers and
administrators.

2. Negative-Time it took principals to complete all of the necessary steps
and paperwork.
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Positive

Negative

Downstate Suburb

We had one of those day long trainings on APPR this week. It was a rich
discussion. [A consultant] was here to facilitate the workshop. I think we
are in very good shape. We started by asking how it was going. By and
large the administrators thought the level of instruction had improved as a
result of the new observation rubric. They find the pre-conference
discussions to be very rewarding and deeply appreciated by the teachers
who are grateful for the amount of time the administrators are spending
with them. On average, each observation done takes about five hours; that
includes the pre-conference meeting, the observation, the write up and the
post-observation conference. Each non-tenured teacher has four of those
and each tenured teacher has one. In addition, every teacher is visited for
8-15 minutes in an unannounced walkthrough observation. {the
consultant] reviewed over 300 of our observations and chose excerpts to
highlight the strength of evidence being used as we all try to use the same
language in our observations. Some other administrator comments that
emerged from the workshop included:
“We see teachers trying new things.”
“Teachers know their students backwards and forwards. That includes IEP
details, ELL needs, NWEA scores and Lexile ranges.”
“The encouraging thing is that I believe the good things we are observing
are happening on a daily basis even when we are not there observing.”
“There is a lot more communication home with parents since that is now 5
points.”
“As difficult as all this change has been, the change in the observation
rubric coming at the same time as the change in the shifts in Common Core
instruction has actually worked well together and we have seen positive
changes in the way we teach.”

Upstate Rural

One positive aspect of the new APPR that I have noticed is a new found
urgency of our staff to provide quality instruction. Our plan has resulted in
teachers spending the extra necessary time during the planning and
preparation phase of lessons

The most challenging aspect is administrative fatigue. Our cabinet consists
of 6 administrators, 4 who can conduct observations and evaluations.

Upstate Suburb

It has driven staff awareness of use of data, accountability, and need to
keep an eye on the target, aka, improved student success.

Time. We have a small cadre of adm involved and this has impacted our
ability to attend to all tasks with rigor, since APPR has sucked the life blood
from us in terms of daily schedule in this first year of full implementation.
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Region

Positive

Negative

Upstate Suburb

The discussions on student voice and student focused instruction have
been a positive aspect. While we have always had a strong APPR plan in
action, we used the shifts with rigor and student data to look more closely
at the details. For example we adopted a instructional Rounds model to
share looking at rigor and student engagement

The most difficult aspect is the shift to low-inference evidence. The
administrators are well trained, yet the transition to the teaching staff is not
yet fully understood. In this way it is difficult to have positive dialogue even
when there is a trusting relationship. Had there not been so much training
in the CCLS and other aspects this year, we could have used PD time to
share this shift with educators in a way that would be better understood,
and more valuable for student achievement.

Downstate Suburb

1) This initiative has enabled teachers and administrators the
opportunity have meaningful discussions on improving the observation
and evaluation process. Teachers and administrators now have a common
language and clear, objective methodology for conversing about and
improving teaching and learning.

1) Time management. Finding the time to develop and actually
implement the plan effectively. Helping teachers and principals to fully
understand the purpose and benefit of the reform agenda and components
of the new evaluation systems as well as reduce their anxieties about
receiving a final composite score.

Upstate Suburb

I have seen some mid to late career teachers who had become somewhat
complacent "kick things up a notch" because of the APPR. They are
planning better for their classes and are contributing to the school/school
district outside of their classroom in a greater number of ways. Certainly
not all teachers needed an evaluation system with "sharper teeth," but
some did. For them, this higher "level of concern" has helped them take the
planning for their instruction and the importance of contributing to the
school at large more seriously.

Extraordinarily burdensome - too complex; too many parts; too many
pieces; covered too many people in too short a period of time; requires an
UNSUSTAINABLE amount of time to implement and monitor. My principal
and I are spending from six to eleven hours on each observation report - all
weekend and every night. Many other important administrative
responsibilities and school tasks have been neglected, and the rest of the
world (i.e. parents, some staff members, some BOE members) doesn't really
understand that. Overseeing the development, administration, scoring,
communication, analysis, and reporting on SLO's is consuming A
SIGNIFICANT portion of my waking hours for about six weeks. And we
haven't even gotten to the composite scoring, appeals, and TIP's.
b) Far too much testing - in our small K-8 school district, we have been
testing for teacher accountability purposes every day since April 17 (State
assessments) and this will go on until June 6 (SLO assessments in every
discipline and grade level). My kindergarteners have taken SLO pre and post
assessments in seven subjects!!!! This has bred a tremendous amount of
disgust among teachers, who feel that they have lost months due to testing
and are no longer able to teach the number of units that they were able to
in the past.
c) Apples to oranges to celery to brussel sprouts - Far too much variation
from discipline to discipline and school district to school district because of
local negotiations, the lack of a template from SED, the lack of DIRECT
training and professional development from SED before getting to the
Review Room. Teachers are FEARFUL and ANGRY. There really is little
reliability in the scores because of so many variables from teacher to
teacher and especially from district to district, yet teachers are fully aware
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Region

Positive

Negative
that SED will be comparing them in public, which will command full
attention of the media - maybe without names, but it is certainly going to
happen. There is no science in these numbers: It is VOODOO math. I am
very afraid that teachers whom I know are proficient will end up with
developing scores and afraid that teachers whom I know are at the high end
of developing or the low end of effective may end up with highly effective
scores.
d) Being in full implementation without adequate information from SED We have tried to be as transparent as possible with teachers and in
constant communication with them on the APPR, but there are so many
unknowns. After dutifully setting SLO targets with the third grade teachers
in September, we receive a memo in march ?? from Ken Slentz announcing
that state test scores will drop 30-40%. All year, I have been trying to
explain to teachers that we still don't know if we will have state growth
measures or value added measures, thereby affecting the 60/20/20 or
60/25/15 splits. We still don't know exactly which special ed and AIS
teachers will or will not get state growth or value added scores and can
ONLY GUESS at how they may or may not be calculated. How does this
present us? Who runs any kind of a business in this way? Answers from the
ed eval email address were often curt and always involved weeks of
waiting.
My last comment - The lack of a common, understandable template from
SED that districts could use and the absence of clear, direct training from
SED on the APPR created an UNBEARABLE situation for us at the local level
in trying to understand, negotiate, operationalize and get approval on this. I
have NO RESPECT for the current administration at SED after dealing with
the APPR for the last two years.

Upstate Rural

The instructional conversations between lead evaluators and teachers have
been rich dialogue, much deeper than ever before.

The nuts and bolts. We were a District that had great flexibility in the
previous APPR. We now have many more timelines/dates and paperwork
to deal with in order to meet the criteria set forth in the law and to quell
Union concerns. In order to have rich conversations (as described in #1), it
takes time. Sometimes it is better to take the needed time and do it right as
opposed to simply doing something to meet a deadline. We are in the
crosshairs on this.
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Positive

Negative

Downstate Suburb

The implementation of local benchmark assessments created a formal
formative quarterly assessment process.

The creation of a fair and equal system for teacher SLO data and growth
accountability and the time required to implement remains exhausting and
is expensive in personnel hours and 3d party operational cost.

Upstate mixed

I think the emphasis on implementing the core standards has the potential
to raise student achievement over time. The SED has been exceptional in
providing instructional resources such as videos, lesson plans, and
curriculum modules to guide schools through the process. I feel we will
better prepare students for college and career once the full system is in
place.

Our biggest concern is that the process has moved too fast and it is burning
out our teachers and principals. Adding new exams based on the core
curriculum before it was fully implemented was a big mistake. The dual
course of implementing a new curriculum/instructional model along with a
rigorous evaluation system of APPR has placed incredible stress on the
system. Add the lack of resources with state aid reductions and it has
become more than many can bear. I can only hope the end product is
worth what our schools are facing in the process to implement these new
systems.

Upstate Rural

The instructional conversations between principals and teachers relative to
SLOs and good instructional practice has been very good, especially for
tenured staff who may have had only “walk-through” observations
previously. In our small district without any layers between me and my
principals, the conversations have always been at a high level so no real
change there.

TIME!!!!! During Sept, while trying to get a year started, teachers and
principals creating the time to create the SLOs. I do not anticipate many
TIPs being required, but if they are, again, more time just as the year is
starting. Then, now, at the end of the year, all the conversations (and
scheduling the time that takes) to wrap-up SLOs and determine Composite
Effectiveness Scores “before teachers leave for the summer” is crazy. Prior
to the new APPR, we ha done much to create evaluation “cycles” for
tenured staff that were not “Sept-June” so that the year-end was not such a
crunch on principals and teachers. We could establish goals and timeframes for the goals that did not need to tie to year-end. [For non-tenured
staff, it was still Sept-June.] Now, with ALL staff having to have so much
tied to that particular year’s student performance data, May and June are
way to hectic with so many other year-end priorities …. it should not need
to have data reported all at the same time … it’s insane. Evaluation should
not be an event; it should be on-going and the reporting of it should be able
to be spread out over a school year (satisfying the law that all professional
staff are evaluated annually … which says nothing about them all needing to
be concluded at year-end) to be better managed AND more effective as
evaluators could focus better with individuals if the evals were spread out
rather than trying to “cram” them all in over a 3-week time frame.

6

June 7, 2013

NEW YORK STATE COUNCIL OF SCHOOL SUPERINTENDENTS

Region

Positive

Negative

Upstate Rural

Statewide alignment with ISLLC and Common Core Standards.

We have a school district that has 1895 kids. We have lost 4 administrators
in 2 years due to the economy etc. Last year we laid off 45 FTE’s. 3012c has
absolutely consumed our administrative time. Consequently some things
are not getting done; like time to foster and maintain quality relationships
between staff and administration, like time to really appreciate what is
going on in classrooms; like time to spend on safety and school security.
Time lost on these critical elements emerge as greater problems through
public perception that leaders are caring less about their missions. So, if the
master plan is to dismantle public education, the plan seems to be working.

Upstate city

I find the APPR process to be beneficial because it has transformed the
evaluation discussions. The process truly focuses the conversations around
students and learning.

The negative- time constraints. For the process to be meaningful one needs
to spend more time in the classrooms and more meeting times meeting
with teachers and/or administrators. We need to look at time differently

Upstate Rural

one positive: use of and much greater fidelity to Danielson's rubric...this
has not been the case in the past.

one negative: in general, just trying to schedule all the "extra assessment"
that have resulted from this...I agree with a point you made earlier: the
overtesting bandwagon is not necessarily due to the 3-8 testing, but the
additional testing that has been created with the APPR--the 3-8 testing is
nothing new.

Upstate Rural

One positive: the APPR affects all teachers. It helps take away the "core"
versus "non-core" dichotomy.

Most challenging: The amount of time expected to thoroughly meet the
demands of APPR is difficult. I have taken on 11 teacher evaluations in
order to level the playing field for the three other administrators who I have
that can evaluate. It is not giving us a great deal more time in teachers'
classrooms. We are now busy marking rubrics and giving scores and
tracking SLO data. This takes away from classroom time and time to do all
the other day-to-day tasks.

Downstate Suburb

The most positive of the APPR system is using the Danielson’s Rubric and
having those courageous conversations with teachers to improve their
craft.

1. The most difficult thing after dealing with the point system was finding
researched based third party assessments for the local points and then
trying to figure out which points to use from hundreds of reports.
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Positive

Negative

Downstate Suburb

The need to provide evidence in support of ratings on rubrics has raised the
level of conversation about performance evaluation to a higher plane.
While we are well experienced with the Danielson rubric, this year’s work
has spurred us to refine our understandings at the element level. The
discussion with principals has been extensive, and I think we all now realize
how difficult it is to really capture in a succinct manner all that principals
do. We have also recognized that the approved rubrics do not appear as
useful to us in our district as the protocols we previously employed.

We adopted the Marshall rubric for principal evaluation, and we have found
that the rubric is difficult to implement and cumbersome to use.
Specifically, the distinctions between “effective” and “highly effective”
appear somewhat obscure, and we question whether all of the 60 elements
are necessary and valid.

Upstate Suburb

The APPR has been the catalyst for our district to adopt the Charlotte
Danielson Framework for Teaching. We would not have been able to
convince our teachers to adopt this framework without the APPR
regulations and it has had a profound impact on the way our district
defines quality instruction . We now have a common language relative to
effective and distinguished teaching that has inspired teachers to change
and align their instructional practice with students on a daily basis.

Upstate Rural

The dialog with the teachers and principals is definitely on a different level it is far more focused on student achievement and sound instructional
practice. Since this is a regulation, there is no "opt out" so the
conversations are ramping up both in conjunction with individual
evaluation and at the building faculty level.

TIME! I am doing everything I can to take things off the plates of my
building level administrators, but the new evaluations are many times the
level of time investment than our old system... and this time is an excellent
investment due to the conversations (as noted above in the positive
aspect). With the budget constrictions we face, I don't know how to
provide the relief that the administrators need.

Upstate rural

For the first time ever, we have gathered all administrators within our
BOCES region for many hours of training on the Teacher Principal
evaluations and the modules. Before this, the schools were all over the
map in terms of the evaluations they performed, the quality and frequency
of the observations; a couple of our districts weren’t really evaluating any
teachers. This cannot be understated and where we are now is powerful:
all administrators in our region know and agree on what good teaching is,
and how to evaluate it.

For the first time ever, we have gathered….same as the first line above! The
practical downside, especially in a small rural region, where administrators
wear a lot of hats, is that this has pulled these administrators out of their
buildings for a significant amount of time, to complete all the training. We
are really stretched thin up here and there is some serious question as to
whether many of our districts can get the required number of observations,
walk throughs, etc. finished. I actually know of a building principal (XXXX
CSD), who is the k-12 Principal, Transportation supervisor, and has
completed his bus driver training and fills in driving occasional bus runs
when drivers are out.
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Negative

Upstate Rural

Our principals have had excellent conversations with teachers based on
student achievement that have not happened in the past. It has also
helped all of our teachers to focus on the data.

The biggest hurdle has been the amount of time spent on paper work. Our
APPR plan has 2 walk thoughs which require evidence collection, sorting
and "grading" the evidence, putting it into the format negotiated, giving it
to the teacher and waiting for them to give it back (something they have
not excelled at). It also has a formal observation with a written preconference (with a meeting) , a post conference (which requires a
meeting), sorting and "grading" the lesson evidence and again waiting for to
teachers to sign and return the document. The final portion is an evidence
collection binder which the principals again meet with the teachers, review
documents, collect, sort and "grade" evidence, give back to teachers and
await the signature. I only have 2 principals which do the majority of the
work (30 teacher each) and we have found this process to be so time
consuming that the principals are struggling to have informal conversations,
being true instructional leaders.

Downstate Suburb

Overall, the new procedures have provided leverage that has helped to
accelerate our work in two areas: common local assessments, and defining
a common language about instruction. As a result of the APPR law, we have
been able to reach agreements about what we value most in particular
disciplines and begin moving our common assessments toward those
values more quickly than we would otherwise have. Further, the adoption
of a teacher practice rubric has elevated the level of conversation about
teaching and learning in the supervision and evaluation process.

Without a doubt, the data management aspects of the plan are the most
challenging. At every level—student, teacher, department, school and
district—the complexities of originating, reporting and verifying APPRrelated data has diverted substantial time and resources away from more
important work. The most glaring inefficiency connected to this is the total
disaggregation of each school district’s student information and human
resources systems only to be reassembled in the SIRS system. SED has
essentially mandated the existence of two parallel data infrastructures with
school districts responsible for the costs of maintaining BOTH systems.
Finding a way to remedy this duplication of effort and expense should be
discussed seriously by SED and the field.
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Negative

Upstate Rural

It certainly has forced principal's into the classrooms more regularly, and I
would say while we have always used data and shared with teachers,
teachers (on the whole) seem much more interested in learning more
about the data, and specifically how they can use such data to inform
instruction.

While principals have certainly spent more time in the classrooms of
experienced teachers, it has been a huge time comittment...likely about 3
hours per teacher per observation, and only about 40 minutes of the three
hours has been spent in the classroom. I think to some degree the time
issue will be a bit less next year due to familiarity and possible a tweaking of
our plan.
All said and done I have been quite pleased at the collaboration
demonstrated in my district on all fronts. Many times we didn't know all
the answers but we got through it and the administrators and teachers
seemed willing to work with eachother to "live the plan".

Downstate Suburb

Much greater use of data to pinpoint student needs, increase in reflection
on practice on the part of teachers

In short, time. The entire process is incredibly time consuming, particularly
from the standpoint of writing observations with the use of the new rubric.
We have to simplify this, as it is taking administrative and supervisory staff
away from all of their other responsibilities. By the way, that includes
superintendents (in my case) for the principals' APPR as well.
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Upstate city

A focus on instruction

The time commitment from our principals to complete the APPR process is
something I never could have fathomed (and this is my 32nd year). We will
take a very close look at this issue in our district and will need to negotiate
the APPR to reduce the number of observations and visits so that the time
required is more manageable for our principals.

Upstate Rural

1. Deep meaningful conversations between teacher and principal
2. Anecdote—at a little league game I listened to two teachers talking
about common core and alignment of their assessments across grade
levels.. That was not happening at games 3 years ago!

1. The apprehension of not knowing how the final HEDI score will play
out. Everyone wants to see the scoring and conversions happen once, with
the NYS tests scores being the wildcard.
2. The disaster of our pre-assessments—too long, not predictive, needed
more guidance and samples on this.
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Upstate Rural

One positive aspect to the APPR plan is how it has strengthened our
conversations around instruction and assessment. I believe we are closer
to having a shared vision of our guaranteed, viable curriculum, and how it
progresses from grade to grade. APPR has been the catalyst for this effort.

Our greatest challenge is trying to make a "one size fits all" regulation work
well in a manner that is respectful of the varied and good work our teachers
do. Growth models are near impossible for band teachers and physical ed.
A close second to our greatest challenge would be the stress of
implementing so much so soon under changing interpretations of the
regulations, and with decreased administrative support. One year prior to
all of this we had to cut the assistant principal and the SRO from our district
due to fiscal stress. Had our crystal ball worked, we would have cut student
programming to ensure our principal would have the support to maintain a
safe and orderly environment in our high school and spend so much time on
APPR. education teachers. In an effort to not take the easy way out with a
school-wide SLO (which I believe discounts the curriculum and value of our
electives), we have struggled a great deal. Growth makes sense for our core
courses.

Upstate Rural

Our principal has been able to have some good conversations with teachers
about teacher instructional practices

The implementation of APPR has become so time consuming, that we have
all but halted all of our educational improvement initiatives. There is little
time for the principal to lead data analysis, research, professional
development on improved practices. Rather, time is spent rating teachers
and following procedures. There is little knowledge gained by the process...
We already knew who the strong/weak teacher were. We did not need a
15 hour procedure (per teacher) to confirm it. That time would have been
better spent working with the teacher to improve instruction rather than
rating it.

Upstate Rural

The improved communication between evaluator/administrator and
teacher. The quality of the feedback given to teachers/the crucial
conversations we are having around quality instructional practices/the
focused one-on-one staff development opportunities with teachers – all
with the goal of changing/improving teacher instructional behavior in the
classroom.

Specifically relating to question #1 above: Changing one’s behavior,
particularly after many years in the classroom, is incredibly difficult to do;
especially when that veteran teacher thinks that they are a master teacher
mainly because of the sheer number of years teaching. Sometimes there is
a significant gap/disconnect between a self-assessment of one’s own
abilities and their students’ achievement results!
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