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Challenge
Decades of research results demonstrating the importance of teacher effectiveness and school leadership 
on student learning have fueled a multitude of policies promoting educator effectiveness as the vehicle 
for transforming education. As a result, federal initiatives such as Race To the Top and NCLB waivers 
require states to develop systems for evaluating teacher and principal effectiveness that include multiple 
performance measures, including student achievement (U.S. Department of Education, 2011). For those 
districts and states applying for these grants and waivers, developing and implementing an effective 
evaluation system is a daunting challenge. The time and resources required to collect multiple sources 
of data for each teacher, particularly classroom observations, is frequently viewed as prohibitive by the 
schools having to implement these systems. What is needed is an evaluation system that is valid, fair, and 
efficient in time and resources for evaluating teacher performance.
  
Solution
The field of medicine provides guidance for efficiency in gathering valid diagnostic information in a way 
that can be applied to teacher evaluation. Functioning like the medical triage model, we propose a two-
tiered approach to teacher evaluation, where the first tier would function as a screener, identifying 
individuals for further diagnostic assessment based on a validated cut score. The screener would involve 
collecting limited evaluation data on all teachers, using validated measures, e.g., a brief classroom 
observation protocol plus student growth data. Tier 2 would involve more detailed assessment of those 
flagged in Tier 1, including further measures of performance, possibly with greater frequency. For 
example, there may be more frequent and/or more intensive classroom observation, student and parent 
surveys, and regular (e.g., quarterly) portfolio submissions 
that reflect the teacher’s progress in areas identified as in need 
of improvement. Those who “passed” the screener would also 
identify goals and submit portfolio entries that show progress, 
but less frequently (e.g., annually). 

This tiered evaluation system would gain efficiencies for 
schools in several ways. First, the screener in Tier 1 helps 
the Principal to “triage” resources using a less intensive 
evaluation process to identify teachers who need the 
most support, thus reducing the time involved to 
fully evaluate each teacher, every year. Teachers 
who “pass” the Tier 1 screener would receive a less 
intensive, less frequent evaluation in Tier 2. Second, 
the system works formatively for ALL teachers by 
helping to identify goals to work on and requiring 
evidence of progress, but the frequency would be 
based on the Tier 1 cut score. Further efficiencies 
can be garnered by recruiting the highest performing 
teachers to assist in the assessment process by providing support to the 
teachers in most need via coaching, observations, and other resources as 
determined by the school. Use of research-based measures in both the Tier 1 
and 2 levels also provides the Principal with valid information about teacher performance that can be used 
summatively for rewarding effective teachers, supporting those in greatest need, and should the need 
arise, providing evidence for remediation or removal. 

Tier 2:
Standard

• Set individual goals
• Submit portfolio 

evidence annually
• Screener annually

Tier 1:
Screener

• Classroom observation
• Student performance

Tier 2:
Intensive Support

• Set individual goals
• Submit portfolio 

evidence annually
• Classroom observation 

quarterly (or TBD)
• Student survey 

annually
• Screener annually

Pass Intensive 
Support


