Appendix A:
Forms for Hopkinton Public Schools’ Educator Evaluation
Overview of Forms
The forms included in this document are provided as tools to support educators and evaluators as they
implement the new educator evaluation framework. For all of these forms, additional pages may be
attached as needed. The Hopkinton Public Schools has also purchased Longleaf Solutions’ Baseline
Edge Software, which will also be used in the evaluation process. All educators will be offered training in
the use of the Baseline Edge Software.

§

Educator Tracking Sheet. This form is intended to be used to track the completion of each step
throughout the educator’s evaluation process. It will be completed by the educator in conjunction
with his/her primary (and possibly supervising) evaluator.

§

Self-Assessment Form. This form is intended to be used in support of Step 1: Self-Assessment,
the educator’s initial step of the cycle. The form can be used by individuals or teams; however,
each individual will need to submit a self-assessment. Evaluators sign the form to indicate receipt.
The form includes sections for the educator to complete an analysis of student learning, growth,
and achievement and an assessment of practice against performance standards. Submission of
this form will be noted and initialed on the Educator Tracking Sheet.

§

Goal Setting Form. This form is intended to be used in support of Step 1: Self-Assessment and
Step 2: Goal Setting and Plan Development. Individuals and teams may use this form to propose
goals (a minimum of one student learning goal and one professional practice goal). The form
should initially be submitted with the Self-Assessment Form with the box “Proposed Goals”
checked. If the goals are approved as written, the evaluator will check the box “Final Goals” and
include a copy of the form with the Educator Plan Form. If the goals undergo further refinement,
edits may be made to the original, or the form may be rewritten. If the form is redone, the new
form should have the box “Final Goals” checked and should then be attached to the Educator
Plan Form. Submission of this form will be noted and initialed on the Educator Tracking Sheet.

§

Educator Plan Form. This form is intended to be used in support of Step 2: Goal Setting and
Plan Development. It will either be completed by the educator for a Self-Directed Growth Plan, by
the educator and the evaluator together for a Directed Growth Plan and a Developing Educator
Plan, and by the evaluator for an Improvement Plan. Completion and/or submission of this form
will be noted and initialed on the Educator Tracking Sheet.

§

Evaluator Record of Evidence Form. This form is intended to be used by the evaluator in
gathering evidence of an educator’s practice during Step 3: Implementation of the Plan. It will be
completed by the evaluator and may be reviewed by the educator at any time.

§

Educator Collection of Evidence Form. This form is intended to be used to support the
educator in collecting evidence of his/her practice. It will be completed by the educator and
shared with the evaluator prior to Formative Assessment/Evaluation and Summative
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§

Formative Assessment Report Form. This form is intended to be used in support of an
educator’s formative assessment (Step 4) at the mid-point of the evaluation cycle, at minimum; it
can be used multiple times as Formative Assessment can be ongoing. It will be completed by the
evaluator. Evaluators are not required to assess both progress toward goals and performance on
Standards; they will check off whether they are evaluating “Progress toward Attaining Goals,”
“Performance on each Standard,” or both. Evaluators will provide a brief narrative of progress that
includes feedback for improvement. Educators sign off to indicate that they have received a copy
of the report and may use the Educator Response Form to provide a written response.
Completion of this form will be noted and initialed on the Educator Tracking Sheet.

§

Formative Evaluation Report Form. This form is intended to be used in support of an
educator’s formative evaluation at the end of year one of a two-year Self-Directed Growth Plan. It
will be completed by the evaluator. Evaluators are not required to assess both progress toward
goals and performance on Standards; they will check off whether they are evaluating “Progress
toward Attaining Goals,” “Performance on each Standard,” or both. Evaluators will provide a brief
narrative of progress that includes feedback for improvement. At the point of Formative
Evaluation, the overall rating is assumed to be the same as the prior summative evaluation
unless evidence demonstrates a significant change in performance leading to a change in Overall
Rating and, possibly, Educator Plan. If there is a change in rating, evaluators must provide
comments on each of the four Standards briefly describing why the rating has changed, the
evidence that led to a change in rating, and offering feedback for improvement (evaluators are
encouraged to provide comments even if there is no change to ensure that educators have a
clear sense of their progress and performance and receive feedback for improvement).
Educators sign off to indicate that they have received a copy of the report and may use the
Educator Response Form to provide a written response. Completion of this form will be noted
and initialed on the Educator Tracking Sheet.

§

Summative Evaluation Report Form. This form is intended to be used for Step 5: Summative
Evaluation. This form applies to all Educator Plans. It will be completed by the evaluator. The
evaluator must complete all sections, which are: “Attainment of Student Learning Goal(s),”
“Attainment of Professional Practice Goal(s), “Rating on each Standard,” “Overall Performance
Rating,” and “Plan Moving Forward.” Evaluators must provide comments on the student learning
goal(s), professional practice goal(s), each of the four Standards, and the overall rating briefly
describing the level of attainment or performance rating, the evidence that led to the level of
attainment/rating, and offering feedback for improvement. Educators sign off to indicate that they
have received a copy of the report and may use the Educator Response Form to provide a
written response. Completion of this form will be noted and initialed on the Educator Tracking
Sheet.

§

Educator Response Form. This form is intended to be used in support of the educator, should
he/she want to have a formal response to any part of the evaluation process kept on record. It will
be completed by the educator; the evaluator will sign to acknowledge receipt. If the form is
submitted in response to the Formative Assessment/Evaluation or to the Summative Evaluation,
receipt of the response will also be noted and initialed on the Educator Tracking Sheet.

Appendix A: Forms for Educator Evaluation

January 2012

Page A-1

	
  

Evaluation Tracking Sheet
Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):
Educator Plan:

Self-Directed Growth Plan
Developing Educator Plan

Directed Growth Plan
Improvement Plan

Plan Duration:

2-Year

Less than a year

One-Year

Evaluation Step

Date(s)

Educator
Initials

Evaluator(s)
Initials

Self-Assessment received by evaluator
Educator Plan development completed
Formative Assessment conference, if any
2
Formative Evaluation conference, if any

1

Formative Assessment Report completed
3
Formative Evaluation Report completed
Educator response, if any, received by evaluator

4

Summative Evaluation conference, if any
Summative Evaluation Report completed
Educator response, if any, received by evaluator

1

As per the Massachusetts Model System for Educator Evaluation Contract Language, evaluation conferences are
required for ratings of Needs Improvement and Unsatisfactory but conferences may be requested by either the
educator or evaluator for any Educator Plan. The conference may occur before or after the Report is completed; the
sequence in the above table does not denote required chronological order.
2

Formative Evaluation only occurs at the end of the first year of a two-year Self-Directed Growth Plan.

3

The educator’s formative evaluation rating at the end of the first year of the two-year cycle shall be the same as the
previous summative rating unless evidence demonstrates a significant change in performance. In such a case, the
rating on the formative evaluation may change. Assigning ratings is optional during Formative Assessment.
4

An educator may provide written comments to the evaluator at any time using the Educator Response Form but 603
CMR 35.06 ensures that educators have an opportunity to respond to the Formative Assessment, Formative
Evaluation, and Summative Evaluation in writing.
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Self-Assessment Form

Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):

Part 1: Analysis of Student Learning, Growth, and Achievement
Briefly summarize areas of strength and high-priority concerns for students under your responsibility for
the upcoming school year. Cite evidence such as results from available assessments. This form
should be individually submitted by educator, but Part 1 can also be used by individuals and/or teams
who jointly review and analyze student data.
603 CMR 35.06 (2)(a)1

Team, if applicable:
List Team Members below:
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Self-Assessment Form

Educator—Name/Title:

Part 2: Assessment of Practice Against Performance Standards
Citing your district’s performance rubric, briefly summarize areas of strength and high-priority areas for
growth. Areas may target specific Standards, Indicators, or Elements, or span multiple Indicators or
Elements within or across Standards. The form should be individually submitted by educator, but Part
2 can also be used by teams in preparation for proposing team goals.
603 CMR 35.06 (2)(a)2

Team, if applicable:
List Team Members below:

Signature of Educator

Date

Signature of Evaluator

Date

* The evaluator’s signature indicates that he or she has received a copy of the self-assessment form and the goal
setting form with proposed goals. It does not denote approval of the goals.
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Goal Setting Form

Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):
Check all that apply1:

Proposed Goals

Final Goals

Date:

A minimum of one student learning goal and one professional practice goal are required. Team
goals must be considered per 603 CMR 35.06(3)(b). Attach pages as needed for additional
goals or revisions made to proposed goals during the development of the Educator Plan.

Student Learning SMART Goal

Professional Practice SMART Goal

Check whether goal is individual or team;
write team name if applicable.

Check whether goal is individual or team;
write team name if applicable.

Individual
Team: ________________________________

Individual
Team: ________________________________

SMART: S=Specific and Strategic; M=Measurable; A=Action Oriented;
R=Rigorous, Realistic, and Results-Focused; T=Timed and Tracked

1

If proposed goals change during Plan Development, edits may be recorded directly on original sheet or revised goal
may be recorded on a new sheet. If proposed goals are approved as written, a separate sheet is not required.

Goal Setting Form

January 2012

Page 1 of 1

	
  

Educator Plan Form
Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):
Educator Plan:

Self-Directed Growth Plan
Developing Educator Plan

Directed Growth Plan
Improvement Plan*

Plan Duration:

2-Year

Less than a year

One-Year

Start Date:

End Date:

Goal Setting Form with final goals is attached to the Educator Plan.
Some activities may apply to the pursuit of multiple goals or types of goals (student learning or
professional practice). Attach additional pages as necessary.

Student Learning Goal(s): Planned Activities
Describe actions the educator will take to attain the student learning goal(s).
Activities may apply to individual and/or team. Attach additional pages as needed.

Action

Supports/Resources from
School/District1

Timeline or
Frequency

*Additional detail may be attached if needed

Educator Plan Form
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Educator Plan Form

Educator—Name/Title:

Professional Practice Goal(s): Planned Activities
Describe actions the educator will take to attain the professional practice goal(s).
Activities may apply to individual and/or team. Attach additional pages as needed.

Action

Supports/Resources from
School/District1

Timeline or
Frequency

This Educator Plan is “designed to provide educators with feedback for improvement,
professional growth, and leadership,” is “aligned to statewide Standards and Indicators
in 603 CMR 35.00 and local Performance Standards,” and “is consistent with district and
school goals.” (see 603 CMR 35.06 (3)(d) and 603 CMR 35.06(3)(f).)
Signature of Evaluator

Date

Signature of Educator

Date

* As the evaluator retains final authority over goals to be included in an educator’s plan (see 603 CMR 35.06(3)(c)),
the signature of the educator indicates that he or she has received the Goal Setting Form with the “Final Goal” box
checked, indicating the evaluator’s approval of the goals. The educator’s signature does not necessarily denote
agreement with the goals. Regardless of agreement with the final goals, signature indicates recognition that “It is the
educator’s responsibility to attain the goals in the plan and to participate in any trainings and professional
development provided through the state, district, or other providers in accordance with the Educator Plan.” (see 603
CMR 35.06(4))

1

Must identify means for educator to receive feedback for improvement per 603 CMR 35.06(3)(d)

Educator Plan Form
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Evaluator Record of Evidence Form
Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):
Academic Year:

Educator Plan and Duration:

Standards and Indicators for Effective Teaching Practice: Rubric Outline
as per 603 CMR 35.03
The evaluator should track collection to ensure that sufficient evidence has been gathered.

I. Curriculum, Planning,
& Assessment
I-A. Curriculum and
Planning

II. Teaching All
Students

III. Family & Community
Engagement

IV. Professional
Culture

II-A. Instruction

III-A. Engagement

IV-A. Reflection

II-B. Learning Environment

III-B. Collaboration

IV-B. Professional Growth

II-C. Cultural Proficiency

III-C. Communication

IV-C. Collaboration

I-B. Assessment
I-C. Analysis
II-D. Expectations

IV-D. Decision-making
IV-E. Shared
Responsibility
IV-F. Professional
Responsibilities

* The Rubric Outline is intended to be used for citing Standards and Indicators. Evaluators should review the full rubric for
analysis of evidence and determination of ratings
Evaluator Record of Evidence Form
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Evaluator Record of Evidence Form
Educator:

Date
(Record date
of collection,
duration if
applicable)
EX: 11/8/11

Source of
Evidence*
(e.g., parent
conference,
observation)
EX: unit plans,
benchmark
data

Evaluator:

Standard(s)/
Indicator(s)
Note Standard(s)
and Indicator(s) to
which evidence is
tied
EX: I-B

Analysis of Evidence

Feedback Provided

Record notes "based on observations and artifacts of professional
practice, including unannounced observations of practice of any duration”
or other forms of evidence to support determining ratings on Standards
as per 603 CMR 35.07

Briefly record feedback given to educator (e.g.,
strengths recognized, suggestions for
improvement)

EX: unit plans were appropriately modified after analysis of benchmark
data to better reflect student performance at mid-point of semester

EX: recognized strong adjustment to practice,
suggested teacher collaborate with team on
backward curriculum mapping

*note if classroom observations are announced or unannounced
Evaluator Record of Evidence Form
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Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):
1

Evidence pertains to (check all that apply) :
Fulfillment of professional responsibilities and growth
Evidence of outreach to and ongoing engagement with families
Progress toward attaining student learning goal(s)
Progress toward attaining professional practice goal(s)
Other:

Summary of Evidence
Summarize the evidence compiled to be presented to evaluator with a brief analysis.
Attach additional pages as needed.

Signature of Educator

Date

Signature of Evaluator

Date

Attachment(s) included

1

Per 603 CMR 35.07(1)(c)1, “Evidence compiled and presented by the educator includ[es]: 1. Evidence of fulfillment
of professional responsibilities and growth, such as: self-assessments; peer collaboration; professional development
linked to goals and or educator plans; contributions to the school community and professional culture; 2. Evidence of
active outreach to and ongoing engagement with families.” However, educator collection of evidence is not limited to
these areas.
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Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):
Assessing1:
Progress toward attaining goals

Performance on Standards

Both

Progress Toward Student Learning Goal(s)
Describe current level of progress and feedback for improvement. Attach additional pages as needed.

Progress Toward Professional Practice Goal(s)
Describe current level of progress. Attach additional pages as needed.

1

As per 603 CMR 35.02 and 603 CMR 35.06(5), formative assessment shall mean the process used to assess
progress towards attaining goals set forth in educator plans, performance on performance standards, or both.

Formative Assessment Report Form
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Formative Assessment Report Form

Educator—Name/Title:

Performance on Each Standard
Describe performance and feedback for improvement. Attach additional pages as needed.
I: Curriculum, Planning, & Assessment

II: Teaching All Students

III: Family & Community Engagement

IV: Professional Culture

The educator shall have the opportunity to respond in writing to the formative
assessment as per 603 CMR 35.06(5)(c) on the Educator Response Form.
Signature of Evaluator

Date Completed:

Signature of Educator*

Date Received:

* Signature of the educator indicates acknowledgement of this report; it does not necessarily denote
agreement with the contents of the report. Educators have the opportunity to respond to this report in
writing and may use the Educator Report Form.

Formative Assessment Report Form
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Formative Evaluation Report Form

* For educators on two-year Self-Directed Growth Plans at the end of Year One of the cycle
Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):
Assessing1:
Progress toward attaining goals

Performance on Standards

Both

Progress Toward Student Learning Goal(s)
Attach additional pages as needed.

Did not meet

Some progress

Significant Progress

Met

Exceeded

Rationale, evidence, and feedback for improvement:

Progress Toward Professional Practice Goal(s)
Attach additional pages as needed.

Did not meet

Some progress

Significant Progress

Met

Exceeded

Rationale, evidence, and feedback for improvement:

1

As per 603 CMR 35.02 and 603 CMR 35.06(5), formative evaluation shall mean the process used to assess
progress towards attaining goals set forth in educator plans, performance on performance standards, or both.

Formative Evaluation Report Form
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Formative Evaluation Report Form

Educator—Name/Title:
Evaluator is assigning same ratings as prior Summative Evaluation; no comments needed
Evaluator is assigning ratings that differ from prior Summative Evaluation; comments are required

Rating on Each Standard
I: Curriculum, Planning,
& Assessment

Unsatisfactory

Needs Improvement

Proficient

Exemplary

Proficient

Exemplary

Proficient

Exemplary

Proficient

Exemplary

Rationale, evidence, and feedback for improvement:

II: Teaching All
Unsatisfactory
Needs Improvement
Students
Rationale, evidence, and feedback for improvement:

III: Family/Community
Engagement

Unsatisfactory

Needs Improvement

Rationale, evidence, and feedback for improvement:

IV: Professional
Unsatisfactory
Needs Improvement
Culture
Rationale, evidence, and feedback for improvement:

Formative Evaluation Report Form
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Formative Evaluation Report Form

Educator—Name/Title:
Evaluator is assigning same ratings as prior Summative Evaluation; no comments needed
Evaluator is assigning ratings that differ from prior Summative Evaluation; comments required

Overall Performance Rating
Unsatisfactory

Needs Improvement

Proficient

Exemplary

Rationale, evidence, and feedback for improvement:

Plan Moving Forward
Self-Directed
Growth Plan

Directed
Growth Plan

Improvement
Plan

Developing Educator
Plan

The educator shall have the opportunity to respond in writing to the formative evaluation
as per 603 CMR 35.06(5)(c) on the Educator Response Form.
Signature of Evaluator

Date Completed:

Signature of Educator*

Date Received:

* Signature of the educator indicates acknowledgement of this report; it does not necessarily denote
agreement with the contents of the report. Educators have the opportunity to respond to this report in
writing and may use the Educator Report Form.
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Summative Evaluation Report Form

Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):
Current Plan:

Self-Directed Growth Plan
Developing Educator Plan

Directed Growth Plan
Improvement Plan

Progress Toward Student Learning Goal(s)
Attach additional pages as needed.

Did not meet

Some progress

Significant Progress

Met

Exceeded

Rationale, evidence, and feedback for improvement:

Progress Toward Professional Practice Goal(s)
Attach additional pages as needed.

Did not meet

Some progress

Significant Progress

Met

Exceeded

Rationale, evidence, and feedback for improvement:

Summative Evaluation Report Form
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Educator—Name/Title:

Rating on Each Standard
I: Curriculum, Planning,
& Assessment

Unsatisfactory

Needs Improvement

Proficient

Exemplary

Proficient

Exemplary

Proficient

Exemplary

Proficient

Exemplary

Rationale, evidence, and feedback for improvement:

II: Teaching All
Unsatisfactory
Needs Improvement
Students
Rationale, evidence, and feedback for improvement:

III: Family/Community
Engagement

Unsatisfactory

Needs Improvement

Rationale, evidence, and feedback for improvement:

IV: Professional
Unsatisfactory
Needs Improvement
Culture
Rationale, evidence, and feedback for improvement:

Summative Evaluation Report Form
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Summative Evaluation Report Form

Educator—Name/Title:
Overall Performance Rating
Unsatisfactory

Needs Improvement

Proficient

Exemplary

Rationale, evidence, and feedback for improvement:

Plan Moving Forward
Self-Directed
Growth Plan

Directed
Growth Plan

Improvement
Plan

Developing Educator
Plan

The educator shall have the opportunity to respond in writing to the summative
evaluation as per 603 CMR 35.06(6) on the Educator Response Form.
Signature of Evaluator

Date Completed:

Signature of Educator*

Date Received:

* Signature of the educator indicates acknowledgement of this report; it does not necessarily denote
agreement with the contents of the report. Educators have the opportunity to respond to this report in
writing and may use the Educator Report Form.

Summative Evaluation Report Form
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Educator Response Form
Educator—Name/Title:
Primary Evaluator—Name/Title:
Supervising Evaluator, if any—Name/Title/Role in evaluation:

School(s):
Response to: (check all that apply)
Educator Plan, including goals and activities
Evaluator collection and/or analysis of evidence
Formative Assessment or Evaluation Report
Summative Evaluation Report
Other:

Educator Response
Attach additional pages as needed

Signature of Educator

Date

Signature of Evaluator

Date

Attachment(s) included

Educator Response Form
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Appendices

Appendix B: Setting SMART Goals1
Good goals help educators, schools, and districts improve. That is why the educator evaluation
regulations require educators to develop goals that are specific, actionable, and measurable. They
require, too, that goals be accompanied by action plans with benchmarks to assess progress.
This “SMART” Goal framework is a useful tool that individuals and teams can use to craft effective goals
and action plans:

S

=

Specific and Strategic

M

=

Measurable

A

=

Action Oriented

R

=

Rigorous, Realistic, and Results-Focused (the 3 Rs)

T

=

Timed and Tracked

Goals with an action plan and benchmarks that have these characteristics are “SMART.”
A practical example some of us have experienced in our personal lives can make clear how this SMART
goal framework can help turn hopes into actions that have results.
First, an example of not being “SMART” with goals: I will lose weight and get in condition.
Getting SMARTer: Between March 15 and Memorial Day, I will lose 10 pounds and be able to run 1 mile
nonstop.
The hope is now a goal, that meets most of the SMART Framework criteria:
It’s Specific and Strategic

= 10 pounds, 1 mile

It’s Measurable

= pounds, miles

It’s Action-oriented

= lose, run

It’s got the 3 Rs

= weight loss and running distance

It’s Timed

= 10 weeks

SMART enough: To make the goal really “SMART,” though, we need to add an action plan and benchmarks.
They make sure the goal meets that final criteria, “Tracked.” They also strengthen the other criteria,
especially when the benchmarks include “process” benchmarks for tracking progress on the key actions
and “outcome” benchmarks that track early evidence of change and/or progress toward the ultimate goal.

1

The SMART goal concept was introduced by G.T. Doran, A. Miller and J. Cunningham in There’s a S.M.A.R.T. way
to write management’s goals and objectives , Management Review 70 (11), AMA Forum, pp. 35-36. What Makes a
Goal “SMART”? also draws from the work of Ed Costa, Superintendent of Schools in Lenox; John D’Auria, Teachers
21; and Mike Gilbert, Northeast Field Director for MASC.
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Key Actions

§

Reduce my daily calorie intake to fewer than 1,200 calories for each of 10 weeks.

§

Walk 15 minutes per day; increase my time by 5 minutes per week for the next 4 weeks.

§

Starting in week 5, run and walk in intervals for 30 minutes, increasing the proportion of time
spent running instead of walking until I can run a mile, non-stop, by the end of week 10.

Benchmarks:

§

For process, maintaining a daily record of calorie intake and exercise

§

For outcome, biweekly weight loss and running distance targets (e.g., After 2 wks: 2 lbs/0
miles; 4 wks: 4 lbs/0 miles; 6 wks: 6lbs/.2 mi; 8 wks: 8 lbs/.4 miles)

S = Specific and Strategic
Goals need to be straightforward and clearly written, with sufficient specificity to determine whether or not
they have been achieved. A goal is strategic when it serves an important purpose of the school or district
as a whole and addresses something that is likely to have a big impact on our overall vision.
M = Measurable
If we can’t measure it, we can’t manage it. What measures of quantity, quality, and/or impact will we use
to determine that we’ve achieved the goal? And how will we measure progress along the way? Progress
toward achieving the goal is typically measured through “benchmarks.” Some benchmarks focus on the
process: are we doing what we said we were going to do? Other benchmarks focus on the outcome: are
we seeing early signs of progress toward the results?
A = Action Oriented
Goals have active, not passive verbs. And the action steps attached to them tell us “who” is doing “what.”
Without clarity about what we’re actually going to do to achieve the goal, a goal is only a hope with little
chance of being achieved. Making clear the key actions required to achieve a goal helps everyone see
how their part of the work is connected—to other parts of the work and to a larger purpose. Knowing that
helps people stay focused and energized, rather than fragmented and uncertain.
R = Rigorous, Realistic, and Results-Focused (the 3 Rs)
A goal is not an activity: a goal makes clear what will be different as a result of achieving the goal. A goal
needs to describe a realistic, yet ambitious result. It needs to stretch the educator, team, school, or district
toward improvement but not be out of reach. The focus and effort required to achieve a rigorous but
realistic goal should be challenging but not exhausting. Goals set too high will discourage us, whereas
goals set too low will leave us feeling “empty” when it is accomplished and won’t serve our students well.
T = Timed
A goal needs to have a deadline. Deadlines help all of us take action. For a goal to be accomplished,
definite times need to be established when key actions will be completed and benchmarks achieved.
Tracking the progress we’re making on our action steps (process benchmarks) is essential: if we fall
behind on doing something we said we were going to do, we’ll need to accelerate the pace on something
else. But tracking progress on process outcomes isn’t enough. Our outcome benchmarks help us know
whether we’re on track to achieve our goal and/or whether we’ve reached our goal. Benchmarks give us a
way to see our progress and celebrate it. They also give us information we need to make mid-course
corrections.
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