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Introduction
For this Teacher Incentive Fund (TIF) grant, the National Institute for Excellence in
Teaching (NIET) has partnered with Athens City Schools (ACS) and Morgan County Schools
(MCS), collectively referred to as “the districts,” in applying for a $19,483,518 TIF grant, to
increase teacher effectiveness and ensure all students achieve a year or more of academic growth
in each school district. Through this grant, the partnership Local Education Agencies (LEA) will
increase the rigor and reach of their human capital management systems (HCMS) by adopting
TAP: The System for Teacher and Student Advancement. The TAP system is more than a
performance-based compensation system (PBCS). It is a coherent and integrated strategy for
strengthening the educator workforce as it addresses the most important element in a school –
human capital. It does so by working with teachers and principals to systematically increase their
skills and, thus, student achievement. The TAP system consists of four elements:
 Performance-based compensation, which rewards teachers and principals who
demonstrate effectiveness through multiple measures, including student growth, with
differentiated levels of bonuses.
 Multiple career paths,1 which incentivize teachers to take on new leadership roles (mentor
and master teacher) and additional responsibilities with corresponding growth in pay.
 Instructionally focused accountability, which provides an evaluation structure that is
rigorous, transparent and fair with multiple measures, including student growth.
 Ongoing applied professional growth, which is continuous, job-embedded professional
development that takes place during the regular school day in weekly “cluster groups.”
Professional development is focused on specific student, teacher and principal needs.
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Further description of multiple career path positions is available in “Other Attachments.”
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The districts’ current educator evaluation system—Tennessee Educator Acceleration
Model (TEAM)—is based on the TAP evaluation rubric. TEAM was launched statewide in
2011. After one school year, value-added scores improved at a faster rate than any previously
measured year (Tennessee Department of Education, 2012, Teacher Evaluation in Tennessee: A
Report on Year 1 Implementation). Leadership in both districts believes that implementing TAP
is the best method to build upon this achievement.
Through TAP, the partnership school districts will gain access to a related data system
already in place in hundreds of schools across the country, called CODE. In addition, the HCMS
improvements proposed in this grant will allow ACS and MCS to create a truly data-driven
human capital management system.
Athens City Schools and Morgan County Schools are two rural school districts in
Tennessee. Both districts are eligible for the federal Rural Low Income Schools (RLIS) Program.
Athens City Schools is about 60 miles northeast of Chattanooga, Tennessee. Morgan County
Schools, in Wartburg, Tennessee, is about 50 miles east of Knoxville. In the 2011-12 school
year, all schools in Athens City Schools had more than 60% of their students qualifying for free
or reduced price lunch. In the same school year, all but one school in Morgan County Schools
had more than 50% of their students qualifying for free or reduced price lunch; only the high
school was below 50% with 47% of students eligible. Its feeder school’s FRL%, however, was
above 50%. (Please see Other Attachments for the districts’ high-need documentation tables.)

(a) A Coherent and Comprehensive Human Capital Management System
In this subsection, we will also address Absolute Priority 1 – current HCMS.
Through their work to implement a new educator evaluation system based in significant part on
student achievement, Athens City Schools and Morgan County Schools have already taken
critical steps toward improving their human capital policies. This grant will enable them to build
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a performance-based compensation system and a data management system into their HCMS, as
well as align policies in professional development, recruiting, hiring, tenure and dismissal with
the new system.
The current set of human capital policies clearly emphasizes educator evaluation and
aligns evaluation to some human capital decisions. Evaluation in the districts is cooperative
between the evaluator and educator, and it informs each educator’s professional development.
These districts use the Tennessee Educator Acceleration Model for evaluation called TEAM.
TEAM represents a major policy change for teacher evaluation in Tennessee through Race to the
Top funding. TEAM includes student achievement measures in educator evaluations and more
rigorous and detailed classroom observations conducted by trained and certified evaluators who
must demonstrate proficiency in planning an effective post-conference to retain their
certification. The rubric used in Tennessee is NIET’s TAP rubric. Thus TEAM provides a more
direct link between teacher evaluation information and teacher professional development, which
this project will further enhance and create systems around.
The districts have lacked a comprehensive, coordinated approach to aligning these human
capital decisions to each other and the district’s instructional goals. Furthermore, teachers lack
opportunities for advancement that allows them to remain in the classroom, and teacher and
principal compensation is not tied to educator effectiveness. This grant includes assistant
principals, and we will address principals and assistant principals as “principals” unless
otherwise noted.
Figure 1: Athens City Schools’ Current HCMS

Human Capital
Policy
Recruitment

Description of the Policy

Use of Educator Effectiveness Data

Athens City Schools employs a
part-time system recruiter. The
district advertises and accepts

Teacher effectiveness data is
collected when available.
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Human Capital
Policy

Hiring

Performance-based
compensation for
teachers

Performance-based
compensation for
principals
Career
Advancement

Description of the Policy
applications online. The recruiter
visits all area colleges and staffs a
recruiting booth during college
fairs.
Athens administrators review
available applications, including
appropriate licensure and Highly
Qualified status. Interviews are
conducted with applicants
deemed most qualified for the
open position. The top three
candidates are recommended to
the appropriate supervisor for an
additional interview. Final
recommendations are given to the
Director of Schools after
reference and background checks
are conducted.
Licensed employees receiving
National Teacher Certification
while employed with Athens City
Schools shall receive a one-time
stipend of $2,000. In addition,
beginning with the year
immediately following the
stipend, the salary will be
increased by $1,000 per year as
long as they are employed in the
Athens City Schools.
n/a

Teachers with effective
evaluation scores using the state’s
evaluation model are considered
for administrative positions.
Teacher Evaluation Athens City Schools implements
the Tennessee Educator
Acceleration Model (TEAM)
evaluation system that meets all
the guidelines and criteria set
forth by the Tennessee State
Board of Education.
Principal evaluation Athens City Schools uses the

Use of Educator Effectiveness Data

Educators must hold the appropriate
state license. The district also collects
Praxis scores and Highly Qualified
documentation.

Teacher must maintain National
Teacher Certification status.

n/a

Evaluations are based on the stateadopted observation evaluation rubric
and student test scores.
Evaluations are based on the stateadopted evaluation model. Annual
evaluations differentiate teacher and
principal performance into five
effectiveness groups according to the
individual educator’s evaluation
results.
Evaluations are based on the state5

Human Capital
Policy

Description of the Policy

TEAM model. It is an annual
evaluation using the TILS Rubric.
One of the visits includes a
reflection time for the principals
and supervisors.
Professional
In-service activities are designed
Development for
to increase the knowledge, skills
Teachers
and attitudes which enable
personnel to perform their tasks
with maximum effectiveness. Inservice credit shall not be given
during teaching hours, while
participating in activities paid by
the board, nor while performing
duties which are required by
teaching assignment.
Professional
Athens City Schools provides
Development for
numerous and varied
Principals
opportunities for principals to
attend high-quality professional
development, including, but not
limited to, TN Educational
Leadership Conference, Lee
University Administrators
Conference, Special Education
Law Institute, and Common Core
Training.
Tenure / Retention / Athens City Schools may dismiss
Dismissal
personnel due to misconduct or
other reasons identified in the
district’s personnel manual. The
Director of Schools shall give the
teacher a written copy of the
charges against him/her and a
form advising the teacher of
his/her rights, legal duties and
recourse.

Use of Educator Effectiveness Data
adopted model and surveys of
teachers and the public. Teacher
and/or school growth data is also
used.
Staff development programs and
activities shall reflect the needs
identified in school improvement
plans.

Staff development activities have the
goal of improving administrator
efficacy, allowing them to be better
instructional leaders at their
respective schools.

Educators must demonstrate
“competency in their work” to retain
a position in the district. New state
tenure law means that ineffective
veteran teachers over multiple years
do not have tenure. Newly hired
teachers do not have tenure unless
they earn it through high performance
over multiple years.

Figure 1 (cont.): Morgan County Schools Current HCMS.

Human Capital
Policy
Recruitment

Description of the Policy

Use of Educator Effectiveness Data

Morgan County Schools advertise

No explicit mention of educator
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Human Capital
Policy

Hiring

Performance-based
compensation for
teachers
Performance-based
compensation for
principals
Career
Advancement
Teacher Evaluation

Principal evaluation
Professional
Development for
Teachers

Description of the Policy

Use of Educator Effectiveness Data

vacancies locally and through a
state website with a deadline for
receiving applications.
All teachers must be certified in
accordance with state law and the
regulations of the Tennessee
Department of Education.
n/a

effectiveness in policy.

n/a

n/a

n/a

n/a

MCS uses the Tennesseeapproved TEAM model.

Evaluations are based on personal
observation by site administrators
using the state-adopted observation
rubric.

No explicit mention of educator
effectiveness in policy.

n/a

MCS uses the TEAM model.
A professional development
leadership team assesses systemwide needs, establishes priorities,
design activities, monitor and
adjust as needed.

Professional
Development for
Principals
Tenure / Retention / Morgan County Schools may
Dismissal
dismiss personnel due to
misconduct or other reasons
identified in the district’s
personnel manual. The MCS
Board of Education maintains a
list of qualified individuals who
can serve as impartial dismissal
hearing officers, as defined by
Tennessee state law.

TN State law removes tenure
protections from educators without
high effectiveness ratings over
several years

(1) Aligned with each participating LEA’s clearly described vision of instructional
improvement (10 points); and
In this subsection, we will address Absolute Priority 1, section (1) and Requirement 1.
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In Tennessee, goals for instructional improvement are tied to incremental progress in
student achievement as measured by the Tennessee Value Added Assessment System (TVAAS).
The State Department of Education established suggested goals for growth in 2011-2012; each
school and district works collaboratively to finalize appropriate goals for their student
populations. Both Athens City Schools and Morgan County schools share similar views on a
student-focused, collaborative instructional environment. The table below summarizes a few of
the districts’ core beliefs:
Athens City Schools
To provide the support and resources so
that every educator has the knowledge and
skills needed to be responsible and
effective.
To establish a collaborative culture that
fosters learning among teachers in order to
produce increased achievement for all
students.
To provide multiple opportunities to
observe mentor and master teachers teach,
including the provision of adequate time
to practice appropriate strategies with
effective feedback from expert educators.















Morgan County Schools
All students can learn at high levels.
Helping all students learn requires a
collaborative effort.
Focus on results—evidence of student
learning—to improve professional practice
and respond to students who need
intervention or enrichment.
Each student deserves an effective teacher.
A school culture of continuous learning.
Provide continuous professional
development activities assigned as needed
to enhance staff learning by using peer
coaches, academic coaches and curriculum
coaches.

Both districts have an ambitious vision of instructional improvement: all teachers must be
effective enough such that all students to achieve at least one year’s growth each school year. To
achieve this goal, the districts are focused on instructional accountability and data-driven,
rigorous instruction centered on the Common Core standards. Their goal for educators and
students is to teach each student at a challenging academic level and to personally connect with
each one. In order to accomplish that:
•

Teachers will be able to differentiate instruction to meet individual students’ needs

•

Instructional decisions will be based upon data analysis

8

•

Professional development will be embedded into leadership teams and cluster meetings
and will be focused on improving teacher performance and student success

•

Athens City Schools and Morgan County Schools will strengthen the use of technology
integration
Athens City Schools and Morgan County Schools propose to make substantial changes to

their existing HCMS to ensure that it meets its goals for its teachers and students, aligning to the
vision for instructional improvement. The core of the districts’ reform strategy is the adoption
and implementation of the TAP system, which includes career advancement for effective
teachers with salary augmentations for taking on additional roles and responsibilities, ongoing
professional development, rigorous and fair evaluation systems, and performance-based
compensation for effective educators (Requirement 1, Model 1 PBCS, see table on page 12 for
more detail). The TAP system’s four interrelated elements will be implemented within ACS’ and
MCS’ larger HCMS structure, which also includes recruitment, hiring, retention, and dismissal.
Creating an HCMS that can serve the needs of the district in real-time requires an
integrated data management solution. Adopting TAP will also provide each district with access
to the TAP CODE system, NIET’s interactive data management tool for storing and analyzing
teacher evaluation data and other school data. CODE is a Web-based system that provides secure
access to real-time data and powerful analytical tools for principals, master and mentor teachers
in a TAP school. CODE’s existing capabilities include analytics that allow schools to enter
observation data, monitor inter-rater reliability (see page 35 for additional detail), generate more
than 20 reports, and calculate teacher effectiveness and performance-based compensation. These
reports identify areas of strength and weakness in order to help design effective professional
development. The reports also provide tools for ensuring inter-rater reliability and consistency of
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evaluators. For accurate and timely results, CODE can automatically calculate performancebased compensation bonuses or calculate overall teacher effectiveness scores with the specific
weightings provided by the school, district or state.
Figure 2: Example CODE Report for Tracking Teacher Progress on Observation Scores

Through this grant, we will customize the data storage and analytical capabilities of
CODE to accommodate its new role as the “data backbone” of the districts’ HCMS. The CODE
expansion will include:
1. A more explicit link to professional development (PD) through the TAP System Training
Portal. Based on evaluation results, CODE will recommend specific areas for PD that the
teacher may immediately access on the Portal.
2. Additional teacher information collection, including each teacher’s preparation program
and years of experience, which the principal may use to inform future hiring decisions.
3. A simple query-builder that will allow principals to perform custom searches and
analytics based on the specific needs at their school site.
This proposed HCMS, which includes the TAP system, is tightly aligned with the districts’
vision for instructional improvement. Adopting TAP will strengthen the alignment between the
10

HCMS and the districts’ vision for instructional improvement. The proposed TAP evaluation
system is at the center of the HCMS and its data drive much of the human capital decisions in the
districts. The evaluation system reflects the vision of instructional improvement through the
measures included in the evaluation system for teachers and principals. Athens City Schools and
Morgan County Schools’ teachers will be held accountable for student growth at the classroom
and school levels, classroom practice, and a survey of their responsibilities. Both districts will
use the TAP rubric as its classroom observation tool, which is significantly positively correlated
with student achievement growth (see page 40 for chart). Both Athens City Schools and Morgan
County Schools’ educators are already familiar with the TAP rubric as the Tennessee
Department of Education adopted a slightly modified version of it for their educator evaluation
system. On the TAP rubric (see Other Attachments for a complete rubric), the “Teacher
Knowledge of Students” indicator for an exemplary level of teaching states “Teacher regularly
provides differentiated instructional methods and content to ensure children have the opportunity
to master what is being taught.” The TAP rubric will provide the platform for measuring how a
teacher meets individual student needs and measuring student growth data for every teacher will
ensure that a district meets its instructional goals. The results from classroom observations will
also be used to inform teachers’ ongoing professional development, career advancement,
compensation, and a range of other human capital decisions (see following section for more
detail). At the end of each year, school leadership will use classroom-level student growth and
schoolwide student growth to assess whether they reached their student growth goal.
Figure 3: Athens City Schools and Morgan County Schools’ Proposed HCMS Aligns to Vision for
Instructional Improvement
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Student-focused & Teacher-Friendly
Atmosphere
 Setting high expectations for all
 Problems are opportunities for creative
solutions
 Sharing an articulated, challenging, realworld, technologically integrated curriculum
 Trust - earned, granted, forging a true
partnership between faculty, staff,
administrations, students, and community.

Vision for Instructional Improvement: All students
make at least a years’ growth each year
 Teachers able to differentiate instruction to
meet individual students’ needs
 Instructional decisions based upon data analysis
 Professional development embedded into our
leadership teams and cluster meetings and will
be focused on improving teacher performance
and student success
 Strengthen the use of technology integration

Athens City Schools and Morgan County Schools’ Human Capital Management System
CODE: Web-based data management system for all educator data

Recruitment:
Evaluation data highlights
areas of need, eligibility for
recruitment incentives

Hiring:
Evaluation data highlights
areas of need, eligibility for
recruitment incentives

Professional Development:
Guided by ongoing analysis of
evaluation data; same rubric used
in evaluation used to discuss PD

Evaluation:
Closely tied to district educators’
improvement and student
growth; data used in making
personnel decisions

Career Advancement:
Only those with consistently
effective evaluation results may
be given additional
responsibilities

Retention/Dismissal:
Evaluation data considered by
supervisors in determining
retention & dismissal decisions

Performance-Based Compensation:
 Salary augmentations earned by those given additional roles and
responsibilities due to demonstrated continued effectiveness on
evaluation data
 Variable performance compensation earned by effective
educators, based on evaluation data

This alignment holds true for principals as well. The proposed principal evaluation holds
the districts’ principals accountable for student achievement growth at the school level and
multiple measures of leadership capabilities. This accountability aligns to each district’s
instructional vision that leaders enable and support teacher and student growth. For example, this
concept aligns to the observational instrument used for principals, the TLT Observation Rubric,
where an exemplary principal would “demonstrate expertise when presenting new learning as
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evidenced by his or her ability to establish a strong sense of purpose demonstrated through the
examination of data in order to connect what members are implementing in the school to student
achievement.” Like teachers, principals will receive training in each of the evaluation measures
(see 30 for more detail on principal evaluation measures), ensuring that they understand the
connection between the measures and instructional improvement vision of the district. Having
teacher and principal evaluation systems that reflect the vision for instructional improvement,
and using the data from the evaluation system to inform other human capital strategies (see
following section for detail) ensures that the entire HCMS is aligned to the districts’ vision for
instructional improvement.
(2) Likely to increase the number of effective educators in the LEA’s schools, especially in
high-need schools, as demonstrated by (35 points)—
(i) The range of human capital decisions for which the applicant proposes to factor in educator
effectiveness—based on the educator evaluation systems described in the application.
In this subsection, we will also address Absolute Priority 1, section (2) and Requirement 1.
Educator effectiveness will help shape decisions across the districts’ HCMS. The following table
details the human capital decisions that will include educator effectiveness and the ways in
which it is involved in decision making. All teacher and principal effectiveness data is generated
by their respective evaluations. For more detail on the specific measures, see Selection Criteria
B. In addition to implementing TAP, which has a record of attracting, developing and retaining
effective educators in high-need schools, ACS and MCS have worked to create student-focused
and teacher-friendly district cultures and are committed to using educator effectiveness to inform
decision making in all stages of the educator employment pipeline. Combined with the proven
success of the TAP model, ACS and MCS’ proposed HCMS will help the districts attract and
retain highly effective educators. Note the widespread and aligned use of educator evaluation
data in the proposed HCMS compared to the current HCMS illustrated on pages 4-7. In addition,
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we expect district administrators to creatively use the data once enough data has been collected.
For example, district administrators will be able to see the distribution of teacher effectiveness
across their schools for the first time. Based on this data, they will be able to make staffing and
placement decisions based on the combination of school needs and available human capital.
Table 1: Use of Educator Evaluation Data in Proposed HCMS

Human Capital
Policy
Recruitment

Hiring

Performance-based
compensation for
teachers
(Requirement 1,
Model 1)

Performance-based
compensation for
assistant principals
(Requirement 1,
Model 1)

Description of the Policy

Use of Educator Effectiveness Data

Athens City Schools and Morgan
County Schools will continue to
use their exiting recruitment
policies. Athens will use their
part-time recruiter to retain
qualified educators. Morgan will
advertise positions locally and
through a state recruiting website.
Both Athens City Schools and
Morgan County Schools will
strive to employ and retain the
best qualified personnel.
Every year, all teachers can earn
up to10 percent of their
compensation based on their
effectiveness. On top of this
performance compensation,
teachers who take on additional
roles and responsibilities, in
Athens City Schools and Morgan
County Schools, may earn a
salary augmentation of $4,500 as
mentor teachers and $9,000 as
master teachers.

Athens City Schools and Morgan
County Schools will make every
effort to recruit teachers with a record
of effectiveness.

Every year, assistant principals
can earn up to $2,500 in Athens
City Schools or $5,000 in Morgan
County Schools based on their
effectiveness.

Both districts will consider available
teacher effectiveness data to fulfill its
commitment to employing the best
qualified personnel.
Athens City Schools will allocate
$2,000 per teacher into an annual
performance award fund. Morgan
County Schools will allocate $2,500
per teacher into their annual
performance award fund. Teachers
earn this performance-based
compensation based on educator
effectiveness, as assessed by
classroom observation data and a
responsibilities survey, classroomlevel student growth, and schoolwide
achievement growth.
Athens City Schools will allocate
$2,500 per assistant principal as
possible performance compensation.
Morgan County Schools will allocate
$5,000 per assistant principal. APs
may earn the bonus based on their
performance, as assessed by TLT
observation rubric scores, scores on a
360-degree survey, and schoolwide
achievement growth.
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Human Capital
Policy
Performance-based
compensation for
principals
(Requirement 1,
Model 1)

Description of the Policy

Use of Educator Effectiveness Data

Every year, principals can earn up
to $5,000 in Athens City Schools
or $7,500 in Morgan County
Schools based on their
effectiveness.

Career
Advancement
(Requirement 1,
Model 1)

Teachers in Athens City Schools
and Morgan County Schools will
have the opportunity to take on
additional roles and
responsibilities as mentor and
master teachers.

Professional
Development for
Teachers

Professional development will
occur weekly in on-site “cluster
groups” led by master and mentor
teachers. Both the topic of cluster
groups and the individualized
follow-up will be informed by the
schools’ instructional goals, the
needs of the students, and the
needs of the teachers.

Athens City Schools will allocate
$5,000 per principal as possible
performance compensation. Morgan
County Schools will allocate $7,500
per principal. Principals may earn the
bonus based on their performance, as
assessed by TLT observation rubric
scores, scores on a 360-degree
survey, and schoolwide achievement
growth.
Consistently effective teachers that
have also shown an aptitude for
working with adult learners may
become master or mentor teachers,
and earn salary augmentations for
taking on additional roles and
responsibilities. Educator
effectiveness data (see Selection
Criterion B for details) must be used
in career advancement. Once
promoted, master and mentor teachers
must continue to be effective to retain
their positions.
Teacher classroom observation data is
routinely entered into the CODE
system and directly guides teacher
PD. The principal, master teacher,
and mentor teachers will analyze
teacher observation data twice a
month to evaluate the needs of
teachers as a group, by grade level,
and individually. Their analysis will
highlight particular areas of need that
they will incorporate into cluster
meetings as well as in-class follow up
(co-teaching, modeling, etc.).
Principal scores on the TLT rubric
(observation tool) inform coaching
throughout the year; analytics
available in CODE.

Professional
Development for
Principals

In both Athens City Schools and
Morgan County Schools, district
executive master teachers and/or
project directors deliver onsite
coaching throughout the school
year.
Retention/Dismissal Educators must demonstrate
competency in their work to

The district will consider available
teacher effectiveness data to fulfill its
15

Human Capital
Policy

Description of the Policy

Use of Educator Effectiveness Data

retain a position in the district.

commitment to retaining the best
qualified personnel.
(ii) The weight given to educator effectiveness—based on the educator evaluation systems
described in the application—when human capital decisions are made;
Educator effectiveness data will play a central role in a range of human capital decisions
discussed above. We will distinguish between those policies where educator effectiveness is a
primary driver of a policy (“Strong weight”) and where educator effectiveness is one of several
factors driving a policy (“Moderate weight”). The importance of educator effectiveness data in
performance-based compensation and career advancement will serve to attract the most capable
educators to Athens and Morgan school districts, as they can expect to earn in excess of five, and
in some cases ten, percent of their base salary in bonuses and salary stipends every year. In the
final year of the grant, up to 10 percent of their salary will be determined by effectiveness as the
district reforms its salary schedule. Odden & Wallace (2007) recommend a range of 4-8% of base
pay for performance bonuses in education. Lavy (2002) found positive gains in student achievement
resulting from a bonus plan offering up to 3% of base pay, although many researchers recommend
larger bonuses than that. A study of a performance incentives program in North Carolina found
improvements in student achievement associated with award sizes as small as $1,500 (Vigdor, 2009).
The median bonus in a survey of 661 private sector plans was 5% of base pay, and bonuses much
below that were perceived as less successful by the private sector companies using them (McAdams
& Hawk, 1994). The most substantial body of evidence available for the size of these awards comes
from TAP‘s 10 years of successful experience in providing performance bonuses to teachers and
principals as a core element of a comprehensive support and accountability system. As shown by this
track record, allocating performance incentives in the range of 5% of base pay in the context of
TAP's comprehensive approach to reform has proven high enough to change behavior and improve
student outcomes.
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Table 2: Weight of Educator Effectiveness in Proposed HCMS

Human Capital
Policy
Strong weight
Performance-based
compensation for
teachers

Performance-based
compensation for
assistant principals

Performance-based
compensation for
principals

Career
Advancement

Professional
Development for
Teachers

Professional
Development for
Principals

Moderate weight
Recruitment/Hiring

Weight of Educator Effectiveness
Data

Other Factors Used in Making
the Human Capital Decision

All of teacher performance-based
compensation will depend on
effectiveness: SKR score, classroomlevel student growth and schoolwide
value-added growth. For teachers in
non-tested grades/subjects, Student
Learning Objective growth will be
used in lieu of classroom valueadded.
All of principal performance-based
compensation will depend on
effectiveness: 60% schoolwide valueadded growth, 20% 360-degree
assessment, 20% leadership
assessment
All of principal performance-based
compensation will depend on
effectiveness: 50% schoolwide valueadded growth, 30% 360-degree
assessment, 20% leadership
assessment
To first be considered for a master or
mentor teacher position, a teacher
must have a record of effectiveness.
To then retain a master or mentor
teacher position, the teacher must
maintain a record of effectiveness.
Evaluation data is one of the primary
drivers of teacher PD. TAP leadership
team members regularly enter teacher
observation data into CODE and use
CODE analytics to determine
appropriate PD.
Evaluation data is one of the primary
drivers of principal PD. District
executive master teachers and/or
project directors regularly enter
teacher observation data into CODE
and use CODE analytics to determine
appropriate PD.

None.

It is the policy of both districts to

Vacancies, educator experience

None.

None.

Teacher competence with adult
learners also taken into account,
but a teacher without strong
evaluation data will not be
promoted.
School goals, individual growth
plans, student needs also guide
PD.

School and district goals, student
needs also guide PD.
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employ and retain the best qualified
also factor into recruitment and
personnel. The districts will use
hiring decisions.
educator effectiveness to help
determine which teachers should be
recruited and hired.
Retention/Dismissal Educators must demonstrate
Educators may be dismissed for
competency in their work to retain a
unprofessional conduct.
position in the district. Educator
effectiveness ratings help district
determine competency.
TAP has substantial experience in effectively structuring and presenting performance
incentives that affect behavior. This means more than simply assuming that teachers and
principals will change behavior if offered large enough incentives. Research has shown that
features other than the magnitude of awards, such as how incentives are structured and presented,
also affect behavioral and educational outcomes (Bonner, 2002; Heneman, 1998; Taylor et al.,
2009). TAP's comprehensive approach to the size and structure of incentives affects behavior in
two key ways. One is to elicit motivated participation in the process of continuing improvement
in teaching and leadership skills, based on instructionally focused accountability and on-site
professional development. TAP's success in this is shown by student achievement growth results,
teacher growth in instructional quality measures and staff survey data (NIET, 2010). The second
way TAP incentives affect behavior is to attract effective teachers and principals to high-need
schools and retain them because of the opportunities for expanded pay and the supportive
working environment TAP creates. Evidence of success is shown in the chart, "Increased
Retention of Highly Effective Teachers in TAP Schools," on page 24 and is confirmed by staff
survey data (NIET, 2010). By recruiting and retaining effective educators, TAP schools improve
student outcomes over time.2
These reforms will motivate effective educators stuck in districts with traditional stepand-lane salary schedules and no career advancement to come to Athens City Schools and
2

See “Other Attachments” for a full presentation of the research that supports why our weighting
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Morgan County Schools. In addition, teachers interested in improving their instructional skills
will be drawn to ACS and MCS given the tight alignment between evaluation data and ongoing
professional development. As shown in the chart on page 23, educators in TAP schools across
the country have significantly increased their skills while in a TAP school. These teachers have
also been rewarded for their effort in performance compensation. Under this proposed HCMS,
effective educators can expect substantial performance compensation, ample opportunities for
advancement, and support in continuing their professional growth. Thus, the emphasis on
educator effectiveness ensures that the districts will increase the number of effective educators in
their schools.
(iii) The feasibility of the HCMS described in the application, including the extent to which the
LEA has prior experience using information from the educator evaluation systems described in
the application to inform human capital decisions;
The HCMS described above builds upon an existing structure within the district and
combines it with the TAP system, which is a proven national model. The district has prior
experience using educator evaluation to inform human capital decisions through the use of the
existing statewide TEAM educator evaluation system—the framework of which is based on the
TAP evaluation rubric. This experience includes already having trained and certified evaluators
during the summer of 2011; introducing the new system to teachers and principals, conducting
multiple observations of every educator this past school year, reviewing results, discussing interrater reliability, aligning professional development to evaluation and identifying and resolving
implementation challenges. While there is much still to learn, the districts are well down the
road in using information from the educator evaluation system to inform their human capital
decisions. The proposed uses of evaluation data in other aspects of the proposed HCMS is well
within their capacity.
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In addition, the districts already use student learning objectives to assess student growth,
which is a key component of the HCMS. In Athens City Schools, the focus on student
achievement has been on implementing an instructional plan that incorporates highly effective
teachers, uniform pacing guides, quality lesson planning, rigorous common assessments and a
cohesive grading policy to insure student success. Teachers have participated in the Battelle
Formative Instructional Practices Training, resulting in developing student “I Can” statements by
grade level/subject area. Additionally, the current Tennessee Curriculum Standards and the
accompanying learning objectives, the State Performance Indicator, and Focus Standards are
used in grades 3-8.
In Morgan County Schools, student learning objectives are a point of emphasis across the
PreK-12 spectrum with priority given to K-8 math and language arts. Current curriculum work
by teachers and administrators involves understanding of the Common Core and the crosswalks
between past standards and the more rigorous requirements of Common Core. Learner objectives
are included in teacher lesson plans and displayed and discussed with students as a part of the
daily lesson in each classroom. Morgan County Schools’ PreK-3 teachers have also been trained
and use “I Can” statements with lesson planning and implementation. The TAP system offers
ACS and MCS more rigorous tools and analytics to support this work.
The TAP system has been fully and successfully implemented in new schools across the
country with planning and training assistance from the National Institute for Excellence in
Teaching. NIET will provide the same support and training to Athens and Morgan County school
districts that it has to hundreds of other TAP schools, ensuring the feasibility of the HCMS.
Further, the CODE system to store, track and analyze the data needed to make human capital
decisions already exists and can be set up for the district immediately.
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(iv) The commitment of the LEA leadership to implementing the described HCMS, including all
of its component parts; and
The districts’ leadership is fully committed to the implementation of the HCMS as described
above. Educators in Athens City Schools voted in favor of implementing TAP with a 96%
majority. Morgan County Schools will conduct a vote early in the 2012-2013 school year. Initial
response from Morgan’s educators has been favorable. Please refer to the MOU for the
leadership’s explicit commitment to implementing all parts of the HCMS detailed in this grant.
(v) The adequacy of the financial and nonfinancial strategies and incentives, including the
proposed PBCS, for attracting effective educators to work in high-need schools and retaining
them in those schools.
In this subsection, we will also address Absolute Priority 1, section (3). Athens City
Schools and Morgan County Schools will adopt the TAP system to help the district revamp its
approach to career advancement, professional development, evaluation, and compensation.
TAP’s decade of experience attracting, developing and retaining effective teachers in high-need
schools made it an attractive option for both districts. Implementing TAP will allow the districts
to increase the number of effective educators in all of its schools.
To enhance TAP’s teacher recruitment and retention strategy, NIET will contract with a
professor at Middle Tennessee State University (MTSU). MTSU’s teacher preparation program
provides instruction on the Tennessee evaluation rubric and embeds the rubric in their overall
curriculum. This close alignment between effective classroom instruction and teacher
preparation provides benefit both to the districts as well as the university. Partnering with MTSU
gives the districts’ an opportunity to expand the scale of their recruitment and retention efforts by
involving Tennessee’s leading teacher preparation program. The MTSU professor will serve as a
liaison between higher education and site-level implementation of the grant; this position will
bridge a gap between knowledge and practice of the teacher evaluation process. Located in
MTSU’s College of Education, this position will create a process to connect the classroom
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teaching experience with the clinical experience of student teachers and teacher supervisors in
the teacher preparation program. The structure of the program increases the amount of time
teacher candidates work directly with students in real classrooms, and orients that work around
the effective instructional behaviors contained in the TAP rubric.
TAP has had success in three key areas that will increase the overall number of effective
educators in ACS and MCS’ schools. Using these strategies in another TAP site, the Algiers
Charter Schools based in New Orleans, resulted in closing achievement gaps in math and English
Language Arts within five years, as illustrated below. Through an NIET TIF-3 grant in Knox
County Schools, in the first year of using TAP, 11 of 14 Knox TAP schools received a valueadded score of five (5).

1. Recruiting Effective Educators: In an annual anonymous survey distributed to all TAP
teachers, one in three reported moving to a TAP school from a more affluent school.
Athens City Schools and Morgan County Schools will be implementing the same policies
and can expect similar results. In ACS and MCS’ proposed HCMS, effective teachers
may earn more compensation for taking on additional leadership roles and
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responsibilities. Effective teachers and principals also earn additional compensation
through performance-based pay. With these strategies, both districts can expect to recruit
effective teachers.
2. Developing Instructional Skills of All Teachers: All TAP teachers participate in
weekly professional development led by master and mentor teachers. This intensive
support has resulted in TAP schools growing the effectiveness of all of their teachers. In
the chart below, note that average teacher performance in TAP schools is significantly
increasing. This is particularly encouraging because the teacher observation scores shown
are positively correlated with student achievement growth. Both Athens and Morgan
school districts will implement TAP’s professional development and can expect to grow a
more effective teaching staff.
Figure 4: Improvement in Teacher Performance

3. Retaining Effective Educators: Effective teachers tend to stay in TAP schools at a
higher rate than less effective teachers, as shown below. Effective teachers are
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incentivized to stay due to the opportunities for career advancement, additional pay for
leadership roles and performance, and the ongoing support from TAP’s evaluation and
professional development. Over time, this means that TAP schools have a larger number
of effective teachers. Again, because ACS and MCS will implement all elements of the
TAP system, it can reasonably expect to achieve similar results.
Figure 5: Increased Retention of Highly Effective Teachers in TAP Schools3

Given TAP’s success and both districts’ existing policies, the financial and non-financial
incentives in place are highly likely to attract and retain effective educators in all of ACS and
MCS’ schools, all of which are high-need schools.

(b) Rigorous, Valid, and Reliable Educator Evaluation Systems

3

Probability of staying or leaving as related to TAP ratings for 7377 teacher-year cases, in 138 schools, in 12 states,
for years 2004-05 through 2007-08. Retention includes teachers who stayed in TAP, including master and mentor
teachers. Turnover includes those who became administrators, moved to non-TAP schools, took leaves longer than a
year, or left teaching.
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(1) Each participating LEA has finalized a high-quality evaluation rubric, with at least three
performance levels (e.g., highly effective, effective, developing, unsatisfactory), under which
educators will be evaluated (2 points);
Teachers and principals in both districts will be evaluated annually using multiple measures,
which are combined using a clearly defined evaluation rubric to rate their performance on four
levels. In this subsection, we will address Absolute Priority 2, sections (1), (2) and (3).
Evaluating Teachers
Teacher effectiveness will be evaluated annually based on multiple measures, including student
achievement growth at the classroom and school-wide level, the average of scores from four or
more classroom observations each year, and a teacher responsibilities survey. ( Absolute Priority
2, section (1))
Multiple observation-based assessments per year. Athens City Schools and Morgan
County Schools’ teachers will be evaluated by members of the TAP Leadership Team (i.e.,
principal(s), assistant principal(s), master and mentor teachers) four or more times a year
(Absolute Priority 2, section (2i)) in announced and unannounced classroom observations using
the Skills and Knowledge rubric from the TAP Skills, Knowledge and Responsibilities
Performance Standards (Standards). While the TEAM process has the same rubric, TAP
requires four annual observations instead of two, and the TAP evaluation process is imbedded
within a larger scope of professional development for the school. Evaluators are annually
recertified before conducting evaluations (see page 34 for more detail). The Standards cover
“Instruction,” “Designing and Planning Instruction,” and “The Learning Environment” as
defined in 19 indicators scored on a 5-point rubric that ranges from Unsatisfactory (1) to
Proficient (3) to Exemplary (5). See below for an example indicator and Other Attachments for
the complete rubric.
Figure 6: Indicator from the Standards - "Academic Feedback"
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The rubric is taught and teachers are thoroughly trained prior to the tool being used in an
observation. TAP teacher evaluations produce more than a score; before each announced visit,
teachers have a “pre-conference” session with their evaluator to discuss expectations and areas of
focus. Then after all classroom observations, there is a “post-conference” session with the
evaluator to discuss the findings. This cognitive coaching session offers teachers the opportunity
to develop a plan for building on strengths and improving weaknesses. Evaluators must present
evidence supporting the score they assigned to the teacher, further increasing the credibility,
relevancy and transparency of the evaluation system. Additionally, the teacher must self-reflect
and score each component of the lesson.
Responsibilities survey. Leadership performance standards are established for master,
mentor and career teachers, providing an additional measure of effectiveness. These performance
standards are measured using a responsibilities survey that takes into account the different
responsibilities and leadership roles of the teachers in each position. The survey is scored on a 5point rubric that ranges from Unsatisfactory (1) to Proficient (3) to Exemplary (5). The average
score on the responsibilities survey is combined with the average scores on the observationbased rubric (Skills and Knowledge) to form a final Skills, Knowledge and Responsibilities score
(SKR score). See below for an example indicator and Other Attachments for the complete rubric.
(Absolute Priority 2, sections (2iii))
Figure 7: Indicator on the Responsibilities Survey - "Growing and Developing Professionally"
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Student growth measures. Teacher effectiveness and differentiated compensation will
depend in significant part on student growth measures at the classroom level. For grades and
subjects with available state or benchmark tests, Athens City Schools and Morgan County
Schools will use a “value-added” model calculated by the Tennessee Department of Education,
the Tennessee Value-Added Assessment System (TVAAS), per state requirement, to measure the
contributions of teachers and schools to student achievement during a school year at both the
classroom and school level. For grades and subjects without state or benchmark tests, both
districts will calculate student growth using student learning objectives (SLOs). Teachers will
develop their SLOs with guidance from their TAP leadership team. The TAP leadership team
will then use a rubric to determine the rigor of the SLOs, and will continue to work with teachers
until all have developed rigorous SLOs. To ensure that the SLOs used in this grant are highquality measures of growth, Athens City Schools and Morgan County Schools will invest in
intensive training for its leadership team on developing and evaluating rigorous SLOs. This
training will occur in the first and second year of the grant, with technical assistance in Year 3.
Growth calculated using SLOs and classroom value-added growth will be measured on a fivepoint scale developed by each district during the planning year. (Absolute Priority 2, section
(2ii))
Additional factors. All teachers’ evaluations will also partially depend on value-added
growth at the school level and the responsibilities survey. Both of these measures are scored on a
five-point scale. (Absolute Priority 2, section (2iii))
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Generating an overall evaluation rating for teachers. Athens City Schools and Morgan
County Schools will each convene a TAP Implementation Committee in Year 1 of the grant that
includes members of the leadership team (principal, master and mentor teachers) and any other
key stakeholders within the school building to determine the weights to determine the overall
evaluation rating for teachers in untested grades and subjects within the specified ranges. The
districts’ TAP Implementation Committee will reconvene in Year 3 of the grant to reexamine the
weights given to each of the measures. (Absolute Priority 2, section (3))
Teachers with classroom VA

Teachers with SLOs

SKR Score* 50%
Schoolwide Value-Added Score (SWVA) 20%

SKR Score* 50%
Schoolwide Value-Added Score (SWVA) 20%
- 30%
Student Learning Objective Growth (SLO)
20% - 30%

Classroom Value-Added Score (CLVA) 30%

*Note: This includes the average classroom observation score and the responsibilities survey score.

Athens City Schools has two schools (PreK-2) with no state-tested grades and, therefore,
no schoolwide value-added scores. Athens’ TAP Implementation Committee in Year 1 will
decide the best method for calculating schoolwide value-added scores for those schools. One
option being considered involves Athens’ participation in a state pilot project, in 2011-2012, to
address this issue. The Stanford Achievement Test (SAT 10) was administered to first and
second grade students in an attempt to measure growth through pre- and post-tests. To generate a
schoolwide value-added score, the district is considering using the classroom value-added scores
from grades one and two and applying those results schoolwide. By the end of Year 1, the TAP
Implementation Committee will select a strategy that will account for the 20%-30% of
schoolwide value-added measure.
Teachers’ weighted scores based on the above determine their overall evaluation rating.
Weighted Average Score
1.0 – 1.99

Overall Evaluation Rating
Unsatisfactory
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2.0 – 2.99
Developing
3.0 – 3.99
Proficient
4.0 – 5.00
Exemplary
“Unsatisfactory” teachers are ineligible for performance pay. Teachers will automatically fall
into the “Unsatisfactory” performance rating if they do not meet performance minimums on the
SKR score (average score below a 2.0); classroom value-added (score below a 2.0); or SLOs
(score below a 2.0). Using SLOs to calculate growth is an innovative component of this teacher
evaluation system; therefore, the performance for SLOs will not go into effect until the third year
of the grant, allowing two years for refining their implementation. These teachers will also be
ineligible for performance pay if they score below a “2.” Both “Developing” and “Proficient”
bands contain effective teachers. “Exemplary” teachers are highly effective. A low schoolwide
value-added score will not result in a teacher automatically falling into the lowest category, as
we do not want to discourage otherwise effective teachers from moving to struggling schools.
The following table illustrates outcomes for three teachers at the same school:

SKR Score

Teacher A
2.5 * 50% = 1.25

SWVA
CLVA
Weighted Average Score
Effectiveness Rating

4 * 20% = 0.8
2 * 30% = 0.6
2.65
Developing

Teacher B
1 - Automatic
“Unsatisfactory”
1 * 50% = 0.5
4 * 20% = 0.8
2 * 30% = 0.6
1.9
Unsatisfactory

Teacher C
4 * 50% = 2

4 * 20% = 0.8
5 * 30% = 1.5
4.3
Exemplary

Evaluating Principals
Principal effectiveness will be evaluated annually (Absolute Priority 2, section (1)) based on
student achievement growth at the school level, scores on 360-degree assessment of principal
effectiveness, and TAP Leadership Team (TLT) observation scores.
Multiple observation-based assessments per year. Principals will be observed two or
more times a year during the TAP Leadership Team (TLT) meetings. (Absolute Priority 2,
section (2i)) TLT meetings occur weekly and drive the implementation of the TAP model at the
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building level, helping to ensure a strong degree of fidelity to TAP implementation. One of the
principal’s main responsibilities during these meetings is to facilitate them as the instructional
leader in the school.
Student growth measures. A significant portion of principal effectiveness will depend on
student growth measured by school-wide value-added scores. (Absolute Priority 2, sections (2ii))
Additional assessments. Athens City Schools and Morgan County Schools will use a
valid and reliable 360-degree assessment4 to measure the effectiveness of a principal’s key
leadership behaviors that influence teacher performance and student learning using a multi-rater,
evidence-based approach. (Absolute Priority 2, section (2iii))
Generating an overall evaluation rating for principals. Half of the principal evaluation
rating will depend on schoolwide value-added scores, 30% will depend on the 360-degree
assessment, and 20% will depend on the average score from TLT observations. Principals’
weighted scores based on the above determine their overall evaluation rating. (Absolute Priority
2, section (3)
Weighted Average Score
Overall Evaluation Rating
1.0 – 1.99
Unsatisfactory
2.0 – 2.99
Developing
3.0 – 3.99
Proficient
4.0 – 5.00
Exemplary
“Unsatisfactory” principals are ineligible for performance pay. Principals will automatically fall
into the “Unsatisfactory” performance rating if they do not meet performance minimums on the
TLT score (average score less than 2.0) or on the 360-degree survey instrument (score less than
2.0). These principals are also ineligible for performance pay. Both “Developing” and
“Proficient” bands contain effective principals. “Exemplary” principals are highly effective.
Evaluating Assistant Principals
4

A 360-degree assessment indicates that an individual is evaluated by his or her subordinates, peers and superiors,
and occasionally includes a self-evaluation component.
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Assistant principals in TAP schools help principals implement all aspects of the TAP
system, and therefore will be evaluated using the same measures. However, since principals have
a more pronounced leadership role both generally and in leading TLT meetings, assistant
principals will be evaluated with different weights. Schoolwide student achievement growth is
still the primary goal, so 60% of the APs’ evaluation will depend on the schoolwide value-added
score. Since the APs help plan TLT meetings, 20% of the evaluation will depend on the
principal TLT score, and the remaining 20% will depend on the results of the 360-degree survey
of their observed leadership skills. The cut scores and overall evaluation ratings will be the same
as those used for principals.
(2) Each participating LEA has presented (4 points)-(i) A clear rationale to support its consideration of the level of student growth achieved in
differentiating performance levels; and
Both Athens and Morgan school districts expect all students to make at least a year’s growth
every school year. To focus all teachers and principals on this goal, the districts require that at
least 50% of teacher and principal evaluations depend on student growth measures. In addition,
despite scores on other measures, low scores on student growth measures automatically place
teachers and principals in the lowest evaluation rating and make them ineligible for performancebased compensation.
Student growth measures constitute a significant portion of teachers’ overall evaluation
rating (50%). ACS and MCS will use the state’s “value added” model, TVAAS, to measure the
contributions of teachers and schools to student achievement during a school year at both the
classroom and school levels. For teachers in state-tested grades, their student growth measures
will be weighted 30% to classroom value-added scores and 20% to schoolwide value-added
scores. Teachers in untested grades and subjects will use SLOs for a portion of their student
growth measure (20%-30%) and schoolwide value-added for the other portion (20%-30%). Each
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district’s TAP Implementation Committee will determine the weights in each measure to
determine the overall evaluation rating. The remaining 50% to determine a teacher’s overall
evaluation rating comes from their SKR scores which can be linked to the student growth
outcomes—either through classroom value-added or SLOs.
For principals, the schoolwide value-added score is the single largest contributor to their
overall evaluation rating (50%). Principals are the instructional leaders of a campus, and each
district will hold them accountable for the overall success or failure of their school to achieve its
instructional and achievement goals, which included having every student achieve a year or more
of growth each year. Thus, ACS and MCS elected to make value-added data the primary factor
differentiating principal effectiveness.
(ii) Evidence, such as current research and best practices, supporting the LEA’s choice of
student growth models and demonstrating the rigor and comparability of assessments;
Athens City Schools and Morgan County Schools will use the state’s value-added
system, TVAAS, for their value-added calculations, which validates value added as a measure of
student growth to determine teacher and principal effectiveness. Value added is a wellestablished and widely recognized methodology for measuring student learning growth as
evidenced by the U.S. Department of Education’s promoting value added as a preferred method
of measuring student growth. Value added is an advanced form of student growth modeling—in
use in Tennessee since 1992.. Beyond tracking the difference in scores of the same students from
one year to the next, value added estimates the impact schools and teachers have on student
learning isolated from other contributing factors such as family characteristics and
socioeconomic background (Braun, 2005; Goldschmidt, et al., 2005). In other words, valueadded analysis provides a way to measure the specific effect a school or teacher has on student
academic performance over the course of a school year or another period of time. School districts
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that are implementing TAP district-wide often use value-added data to identify schools, grades
and content areas that have or have not increased student achievement. These data help district
officials plan how to target professional development. Value-added analysis can be used to
differentiate ineffective and effective levels of teacher and school performance as referenced
against rigorous standards of expected student growth for an academic year (Goldhaber, 2010;
Glazerman et al., 2011). Although some may suggest value added scores have been shown to
fluctuate with teachers’ class, grade and subject area. Though any single measure of performance
will contain error and only capture one aspect of performance, used in concert with other
measures of performance value added remains a highly predictive measure of future student
gains (Steele et al., 2010).
Athens City Schools and Morgan County Schools will adopt student learning objectives
as a measure for student growth in non-tested grades and subjects to determine teacher and
principal effectiveness. Teachers’ and principals’ ratings are based on progress toward a specific
learning target as measured from a baseline. Student learning objectives have been in use in
several districts and states including: Austin ISD (TX), Charlotte-Mecklenburg (SC), Denver
Public Schools (CO), Houston ISD (TX), Georgia, Indiana, New Haven (CT), New York, and
Rhode Island. Recommendations for student learning objectives developed by the Community
Training and Assistance Center state that high quality objectives should specify the targeted
population, the interval of instructional time, expected growth, justification for assessment used,
rationale for the objective, content taught, and methods and interventions to be used to support
the objective (Slotnik & Smith, 2008). Student learning objectives can be evaluated for rigor
before approval against quality rubrics to ensure the objectives and methods of assessment are
appropriate. Progress towards meeting objectives is determined by a trained designee; in this
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case, the TAP Leadership Team, against agreed upon benchmarks and types of evidence.
Meeting student learning objectives assessed as high rigor has been positively associated with
higher mean achievement scores for teachers on conventional assessments as compared to
teachers with lower quality objectives (CTAC, 2004). The comparability of student learning
objectives can be enhanced with common requirements across teachers or administrators, for
instance incorporating a shared assessment or basing the objective on school- or district-wide
goals (Goe & Holdheide, 2011).
(3) Each participating LEA has made substantial progress in developing a high-quality plan
for multiple teacher and principal observations, including identification of the persons, by
position and qualifications, who will be conducting the observations, the observation tool, the
events to be observed, the accuracy of raters in using observation tools and the procedures for
ensuring a high degree of inter-rater reliability (13 points);
Athens City Schools and Morgan County Schools have a high-quality plan for multiple
teacher and principal observations, including identification of the persons, by position and
qualifications, who will be conducting the observations, the observation tool, the events to be
observed, the accuracy of raters in using observation tools and the procedures for ensuring a high
degree of inter-rater reliability.
Highly Qualified Evaluators Conduct Educator Observations. Each district’s teachers
will be evaluated by members of the TAP Leadership Team (i.e., principal(s), assistant
principal(s), master and mentor teachers) four or more times a year in announced and
unannounced classroom observations. Master and mentor teachers are selected through a
competitive, performance-based hiring process and form a TAP Leadership Team, along with the
principal, to deliver school-based professional support and conduct classroom observations.
Evaluators are trained and must pass a certification and annual recertification test. The
recertification process involves viewing and scoring lessons within one point of national raters,
and correctly answering a series of video-embedded questions related to post-conferencing.
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The districts’ principals will be evaluated by the District Executive Master Teacher
(DEMT) and/or the superintendent using the TAP Leadership Team rubric, who must first
complete an evaluator training and pass a certification and annual recertification test (see page 34
for more detail). DEMTs require a deep understanding of the TAP system and its
implementation.
Ensuring Teacher Evaluator Accuracy and Inter-rater Reliability. Before members of a
school’s leadership team can perform evaluations, they must successfully complete a nine-day
training program (with four days devoted to evaluation and five days to other elements of TAP)
that culminates in a performance-based certification assessment and is followed by annual
recertification tests, taken on the TAP System Training Portal. This upfront training is followed
by consistent, on-site support from the project director. Since school leadership teams bear
responsibility for ensuring valid and reliable ratings, all members of the team must train together.
Team members are provided with in-depth instruction on the TAP Teaching Skills,
Knowledge, and Responsibilities Performance Standards breaking down each domain and
carefully examining every performance indicator. Importantly, the training sessions also teach
evaluators how to plan for and conduct the post-conference meetings with teachers that must take
place after each observation. At the end of the training each member of the leadership team must
pass a performance assessment in which they show they can gather sufficient evidence to arrive
at an accurate score that is in line with national raters, and can demonstrate their understanding
of how to conceptually plan an effective post-conference. Team members must pass a
recertification assessment every year.
During the school year, the districts’ leadership teams will take explicit responsibility for
ensuring the quality of teacher evaluations. Teams devote at least one meeting per month to
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discussing issues related to evaluation and analyzing data to identify potential problems with
inter-rater reliability, the extent to which evaluators are consistently applying the TAP Rubric
when evaluating lessons. Using CODE, Athens and Morgan school districts’ TAP leadership
teams will monitor inter-rater reliability. The figures in the following chart illustrate cases of
inconsistent scoring across evaluators and inconsistent scoring on a particular rubric indicator.
Figure 8: Example CODE Charts Monitoring Inter-rater Reliability

The districts’ leadership teams will employ a number of strategies to monitor inter-rater
reliability and guard against score inflation or to calibrate evaluations if CODE reports reveal
problems. They can conduct teamed evaluations, either as a formal part of the evaluation process
or on an informal basis as necessary. NIET has compiled an extensive video library of lessons
available on the TAP System Training Portal in Kindergarten through 12th grade that have been
scored by national raters. School leadership teams are encouraged to make use of the videos
during leadership team meetings to troubleshoot issues and ensure that team members are
continuing to apply the TAP Rubric consistently and accurately after they have been certified.
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Ensuring Principal Evaluator Accuracy and Inter-rater Reliability. Before evaluating
principals using the TLT Observation Rubric, district leaders have to participate in a one-day
training, which covers leadership team planning expectations, leadership team facilitation,
leadership team member participation, leadership team connection to TAP, and leadership team
meeting outcomes. At each leadership team meeting there are specific TAP elements that are
discussed which include one or more of the following: data, individual growth plans, cluster and
evaluation (includes inter-rater reliability). Principal evaluators must be familiar with the focal
elements of the leadership team meeting in order to observe if those elements are present, along
with measurable and specific outcomes and action-oriented follow up. The leadership team is
charged with monitoring the fidelity of all the TAP processes in their school. Principal
evaluators must be able to determine if the leadership team meetings are functioning effectively
through the application of the TLT rubric, and if the team is monitoring the appropriate
instructional operations during the meeting. After the training, the principal evaluator (e.g.
District Executive Master Teacher, other district level personnel, etc.) must complete a
certification and annual recertification assessment each year.
To ensure inter-rater reliability for principal evaluations, groups of certified principal
evaluators calibrate principal evaluation scores throughout the year. Principal evaluators can
watch videos of leadership team meetings through the TAP System Training Portal and then
collect evidence and score them according to the TLT rubric and compare them in order to
determine whether or not they have inter-rater reliability with one another. Principal evaluators
can also watch live leadership team meetings in groups and then discuss their evidence collection
and scores for the meeting in order to practice inter-rater reliability. Through this grant, we will
expand CODE’ capabilities for analyzing principal data for inter-rater reliability. While CODE
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is already able to store principal evaluation data, it currently lacks the capacity to perform
analyses similar to the teacher score analysis.
Teachers Evaluated Using a Research-Based Observation Tool. The TAP Skills,
Knowledge and Responsibilities Performance Standards (Standards) establish a 19-indicator,
research-based observation rubric of effective teaching, spanning the sub-categories of
instruction, designing and planning instruction, and the learning environment. The rubric offers a
content-neutral, objective means to evaluate teacher effectiveness on a five-point scale (see page
26 for an example indicator). The scores from the four or more observations each year are
combined with the score from the responsibilities survey to calculate the SKR score.
The Standards were developed based on education psychology and cognitive science
research focused on learning and instruction. They are aligned with professional teaching
standards as they were based on an extensive review of publications from national and state
teacher standards organizations.5 The Standards identify a range of proficiency on various
indicators, providing a more accurate representation of teachers’ instruction. The following chart
shows that teacher ratings are widely distributed in TAP schools, far different from the
inflationary pattern seen in other traditional evaluation systems.
Figure 9:TAP’s Evaluation System Differentiates Effective from Ineffective Teachers6

5
6

See Daley & Kim (2010) for a complete review of relevant studies.
Data for 5 districts from Weisberg et al (2009)
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The SKR score has been shown to be valid and reliable based on the following findings.
There is evidence that the SKR score is highly correlated with the value-added gains of the
teacher’s students. Higher SKR scores for teachers during the school year are associated with
higher value-added scores for their students at the end of the year, regardless of the school’s
overall level of performance (see Figure 10). This provides an important validation of TAP’s
teacher evaluation system and its link to improvements in student achievement. For multiple
measures to work in a teacher evaluation system, they should be different yet complementary.
Figure 10: TAP Teachers with High Classroom Observation Scores Also Have Students with High ValueAdded Growth7

7

Using data for 2,375 TAP teachers nationally for school years 2006-07 to 2009-10.
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Research-Based Principal Observation Tool Measures Leadership Capacity. The TLT
Observation Rubric measures principal effectiveness based on a participatory, action research
approach to addressing the four main areas of TAP implementation: data analysis, cluster
implementation, growth plans and the evaluation process (inter-rater reliability). The TLT rubric,
which is aligned with professional leadership standards, measures the principal as a facilitator,
sharing leadership and engaging other members. The constant analysis and cyclical nature of the
TLT rubric aligns to the action research approach which seeks to create knowledge, propose and
implement change, and improve practice and performance (Stringer, 1996). Kemmis and
McTaggert (1988) suggest that the fundamental components of action research include the
following: (1) developing a plan for improvement; (2) implementing the plan; (3) observing and
documenting the effects of the plan; and (4) reflecting on the effects of the plan for further
planning and informed action. New knowledge gained results in changes in practice (see also,
Fullan, 2000).
(4) The participating LEA has experience measuring student growth at the classroom level,
and has already implemented components of the proposed educator evaluation systems (4
points);
Both districts use the Tennessee Value Added Assessment System—implemented in Tennessee
in 1992. Value-added results for teachers help them identify areas for instructional improvement
including directed staff development. Athens City Schools’ administrators and teachers have also
participated in the Battelle training which provide detailed analyses for interpreting and using
value-added data.
(5) In the case of teacher evaluations, the proposed evaluation system (6 points) —(i) Bases the overall evaluation rating for teachers, in significant part, on student growth;
Student growth measures constitute a significant portion of teachers’ overall evaluation
rating (50%). ACS and MCS will use TVAAS to measure the contributions of teachers and
schools to student achievement during a school year at both the classroom and school levels. For
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teachers in state-tested grades, student growth measures will be weighted 30% to classroom
value-added scores and 20% to schoolwide value-added scores. Teachers in untested grades and
subjects will use SLOs for a portion of their student growth measure (20%-30%) and schoolwide
value-added for the other portion (20%-30%). Each district’s TAP Implementation Committee
will determine the weights in each measure to determine the overall evaluation rating. The
remaining 50% to determine a teacher’s overall evaluation rating comes from their SKR scores
which can be linked to the student growth outcomes—either through classroom value-added or
SLOs.
Athens City Schools and Morgan County Schools will require that 50% of teacher and
principal evaluations depend on student growth measures. In addition, despite scores on other
measures, low scores on student growth measures automatically place teachers and principals in
the lowest evaluation rating and make them ineligible for performance-based compensation. See
B(2)(i) for additional detail.
(ii) Evaluates the practice of teachers, including general education teachers and teachers of
special student populations, in meeting the needs of special student populations, including
students with disabilities and English learners;
As stated above, the Standards establish a 19-indicator, research-based observation rubric of
effective teaching, spanning the sub-categories of instruction, designing and planning instruction,
and the learning environment. The rubric offers a content-neutral, objective means to evaluate
teacher effectiveness. The TAP Rubric directly evaluates the practice of teachers working with
special student populations. The table below provides examples of “proficient” teaching on
indicators that apply to a teacher’s ability to work with special student populations, spanning
lesson planning, delivery, and expectations.
Indicator
Instructional Plans

Evaluation of Practice
Instructional plans include evidence that plan is appropriate for the
age, knowledge, and interests of most learners.
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Instructional Plans
Lesson Structure and
Pacing
Teacher Knowledge of
Students
Teacher Knowledge of
Students
Expectations

Instructional plans include evidence that the plan provides some
opportunities to accommodate individual student needs.
Pacing is appropriate and sometimes provides opportunities for
students who progress at different learning rates.
Teacher practices display understanding of some students’ anticipated
learning difficulties.
Teacher sometimes provides differentiated instructional methods and
content to ensure children have the opportunity to master what is being
taught.
Teacher sets high and demanding academic expectations for every
student.

The professional development support that teachers receive as a result of their evaluations
allows them to analyze student work and determine if progress is being made with all student
groups including special student populations, students with special needs and English language
learners. During cluster group meetings teachers are required to bring student work samples
from specified student groups in order to analyze the characteristics that made the strategy
successful for their students. Conversely if a teacher did not have success with a student strategy
the cluster group members analyze how the implementation of the strategy could be adapted in
order to improve student outcomes. During the analysis of student work teachers are required to
reflect upon the accommodations and modifications that were made in order to help general and
special student populations to have success with the strategy.
An article from the Special Ed Advisor directly addresses the TAP system’s applicability
to special populations, “Because special education teachers are integrated into the TAP
professional development system, they not only have the opportunity to be involved with gradelevel and other content teachers, but the grade-level and content teachers also have the
opportunity to learn a wealth of individual learning strategies that can be applied in the regular
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education environment.”8 The Algiers Charter Schools Association (ACSA), which has been
implementing TAP for more than four years, has achieved significant progress with its special
education students. While the state average graduation rate for students with special needs is
about 40%, ACSA’s graduation rate for students with special needs reached 70% in the 2010-11
school year (ACSA, 2012).
(6) In the case of principal evaluations, the proposed evaluation system (6 points)—
(i) Bases the overall evaluation rating on, in significant part, student growth; and
For principals, the schoolwide value-added score is the single largest contributor to their overall
evaluation rating. Principals are the instructional leaders of a campus, and ACS and MCS will
hold them accountable for the overall success or failure of the school to achieve its instructional
and achievement goals. Thus, ACS and MCS elected to make value-added data the primary
factor differentiating principal effectiveness.
(ii) Evaluates, among other factors, a principal’s practice in—
(A) Focusing every teacher, and the school community generally, on student growth;
Within the leadership team, the principal is charged with collaboratively creating a school plan
that is focused on improving an identified academic area of need. During the creation of the
school plan the principal leads the leadership team and their faculty in an in-depth examination
of data in order to determine school-wide areas of need. The areas of need are identified and
then school goals, yearly cluster goals and cluster cycle goals are crafted that will meet the
identified academic need. The process of creating the school plan requires the principal to focus
every teacher and the school community on student growth. This school plan then becomes the
driver of all the professional development learning that will occur in the school through the

8

Stark, Gary and Kelly Hanson. (2007). Comprehensive Reform Can Lead To Increased Achievement for
Special Ed Teachers and Students. Special Ed Advisor. Retrieved from
http://www.tapsystem.org/pubs/special_ed_advisor_0207.pdf
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cluster group meetings, teacher support, and evaluation of teachers. During leadership team
meetings the principal leads the team in monitoring student growth toward the goals that were
established in the school plan. The teachers also monitor student growth toward the goals in the
school plan every week during the cluster group meetings. ACS and MCS will use the TLT
observation rubric to assess the degree to which principals accomplish these tasks.
(B) Establishing a collaborative school culture focused on continuous improvement; and
The school plan fosters a collaborative school culture focused on continuous improvement. The
leadership team periodically monitors the school data in order to determine if gains are being met
in identified student skill areas. The leadership team also monitors the cluster operations and
implementation of strategies in order to determine if gains are being made. Through the
evaluation process every teacher including the master and mentor teachers receive an area of
reinforcement, or strength and an area of refinement, or need. Every teacher has an area to
improve upon continuously through the evaluation process. Both the TLT observation rubric and
the 360-degree survey evaluate the principal’s ability to establish a collaborative school culture.
Data from an anonymous annual survey of TAP educators demonstrates sustained high
levels of collegiality among staff, as shown below.
Figure 11: Teachers Report TAP leads to a high degree of collegiality in TAP schools
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(C) Supporting the academic needs of special student populations, including students with
disabilities and English learners, for example, by creating systems to support successful coteaching practices, providing resources for research-based intervention services, or similar
activities.
One of the key roles of administrators in TAP is to plan and deliver proactive and
meaningful weekly Leadership Team meetings. Unlike a more traditional update-style meetings,
these TAP Leadership Teams more closely resemble the specificity and focus of TAP's cluster
meetings. The team is thoroughly trained on the applicable topics (data analysis, cluster
operations, individual growth plans, and the evaluation process). During the data analysis
portion, the team disaggregates student data and examines impact on all sub-populations
(including but not limited to students with disabilities and English language learners). The team
then questions and vets specific instructional strategies as to their applicability for all sub-groups
in the building. Through the cluster group meetings the cluster leaders establish individualized
and differentiated plans for supporting teachers through co-teaching, demonstration lessons,
modeling lessons, and observation with feedback. The principal monitors and observes the
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cluster group meetings and ensures that the cluster group leaders are managing systems for
teachers to receive support with the implementation of strategies that will support the academic
needs of special student populations. As previously stated, the cluster groups analyze student
work and in particular how strategies are being implemented with special student populations
(see table on page 41). The indicator of “Leadership team/TAP Connection” on the TAP
Leadership Team rubric requires principals to “demonstrate expertise when presenting new
learning as evidenced by his or her ability to: establish a strong sense of purpose demonstrated
through the examination of data in order to connect what members are implementing in the
school to student achievement and provide appropriate information to team members as part of a
logical continuum of learning resulting in increased team proficiency and higher student
achievement.” As principals are evaluated on the TAP Leadership Team rubric in this indicator
they are required to make connections for the Leadership Team on precisely how the various
student populations are being supported through the implementation of research-based strategies,
support for teachers through modeling, demonstration lessons, observation, co-teaching
structures, and cluster group operations. All of these systems of support will optimally lead to
increased student achievement through the principal’s leadership.

(c) Professional Development Systems to Support the Needs of Teachers and
Principals Identified Through the Evaluation Process. (35 points)
TAP’s approach to teacher evaluation focuses on two equally important objectives which
can be considered the “dual goals” of the system: One goal is to produce sound summative data
on teacher effectiveness that can be used to make performance and personnel decisions. The
second goal is to provide individualized and intensive support to teachers to help them improve
their performance over time. Those two goals for evaluation translate into two distinct levers for
raising the overall level of teacher effectiveness in a school or district. For example, providing
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differential incentives based on performance (the first goal) can have a salutary impact on
teacher turnover so that highly effective teachers become more likely to remain and less effective
teachers become more likely to leave, which in turn elevates the effectiveness of the teacher
workforce as a whole over time. Providing intensive feedback and assistance as part of the
evaluation process (the second goal) gives every teacher the opportunity to improve on the job,
regardless of his or her current level of measured performance, which also raises the average
effectiveness of the workforce over time. Athens and Morgan school districts will fully
implement TAP’s professional development model. Underlying TAP’s powerful model of
professional development is the TAP System Training Portal,9 a powerful, interactive Web tool
that provides individualized TAP trainings and support. At their fingertips, TAP leaders can gain
real-time access to the latest trainings to download, review and deliver to teachers in order to
improve instruction.
(1) Use the disaggregated information generated by the proposed educator evaluation systems
to identify the professional development needs of individual educators and schools (8 points);
The TAP Leadership team (TLT) in each school meets weekly in order to monitor the
implementation fidelity of the TAP System. Each Leadership team meeting focuses on one or
more specific areas of the TAP System including data, individual growth plans, cluster group
operations, and educator evaluation. At least monthly, TLTs may engage in an examination of
inter-rater reliability and the evaluation process overall. The TLT regularly examines evaluation
data in order to drive their professional development needs. In addition to storing and analyzing
educator evaluation data, CODE provides tools for managing school goals, cluster groups and
schedules, and providing real time reports to support the TAP system implementation. The TLT
utilizes CODE to generate reports that provide information about school-wide areas of strength
and need aligned to various TAP instructional rubric indicators. The CODE reports also allow
9

For a more detailed explanation of the TAP Training Portal, see “Other Attachments.”
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TLTs to view teacher averages by rubric indicator, rubric averages by subject area and grade
level and many other reports. The disaggregated information generated by these reports provides
TLTs with valuable data in order to determine professional development needs for teachers in
TAP schools. Once prime areas of strength and need are identified then a plan is developed to
address these areas during cluster group meetings or through individualized coaching. As a
result of the TAP evaluation process, every teacher in a TAP school receives an area of
reinforcement or strength and an area of refinement or improvement area through a reflective
conversation known as the post-conference. The areas of reinforcement and refinement are
discussed with each teacher after a lesson observation has been completed and then the evaluator
provides specific recommendations for improvement in the identified area of need. The teachers
receive individualized coaching to align to their individual areas of strength and need. Through
the post-conference process and identification of reinforcement and refinement areas the
professional development needs of individual educators are being addressed.
The following chart, generated using CODE data, shows how often particular indicators
on the TAP Rubric have been chosen as the area of refinement (i.e., area of relative weakness)
during the post-conference. In this case, more than half of observations at this example school
have led to the “Lesson Structure and Pacing” indicator being targeted as an area for
improvement, suggesting that master and mentor teachers might want to pay particular attention
to this skill in upcoming professional development activities such as cluster group meetings.
Figure 12: Example CODE Report – Areas for Refinement
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(2) Provide professional development in a timely way (2 points);
Both districts will structure their schools’ schedules to allow for professional
development activities to take place during the school day. Every week, master and mentor
teachers will lead career teachers in “cluster groups,” small professional development sessions
focused on instructional improvement for increasing student achievement and enhancing teacher
capacity. Cluster groups are grade- or subject-specific and typically have 5-8 members.
Professional development will extend into each classroom as master teachers model lessons,
observe instruction and support other teachers to improve their practice.
In addition, within three days of a classroom observation, each district’s teachers will
participate in a post-conference meeting with their evaluator. These cognitive coaching sessions
will offer teachers the opportunity to develop a plan for building on strengths and improving
weaknesses. Evaluators must present evidence supporting the score they assigned to the teacher,
further increasing the credibility, relevancy and transparency of the evaluation system.
Additionally, the teacher must self-reflect and score each component of the lesson. The self
reflection leads to meaningful dialogue in the post conferencing process and is integrated into the
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overall teacher effectiveness score at a weight of 10% within the Skills, Knowledge, and
Responsibilities component.

(3) Provide school-based, job-embedded opportunities for educators to transfer new knowledge
into instructional and leadership practices (5 points); and
The TAP system incorporates both strategies that the research studies have found to be
potentially effective—collaborative learning teams and instructional coaching (Biancarosa et. al,
2010; Sanders et. al, 2009). But TAP also takes the next critical step by helping schools create an
infrastructure that supports high-quality PD and ensures that the activities ultimately deliver
positive results, both for teachers and for their students. The TAP system combines collaborative
teams and classroom coaching to maximize the potential impact of both strategies.
In ACS and MCS’ schools, teachers will receive one-on-one coaching from master
teachers and mentor teachers. These same teacher-leaders will also lead collaborative teams of
teachers called “cluster groups,” which meet weekly to learn and develop new classroom
strategies and to analyze the impact of those strategies on student learning. After every cluster
meeting, master and mentor teachers will provide targeted follow-up coaching to help teachers
master and effectively implement the strategies they worked on during the meeting, carefully
calibrated to meet each teacher’s individual needs. The districts’ master and mentor teachers will
also serve on a schoolwide TAP Leadership Team, led by the principal, which will set clear goals
for cluster groups and monitors their progress to ensure success. The following chart provides an
illustration of how PD will work in ACS and MCS’ schools. Note that one hundred percent of
the PD illustrated occurs on-site and is job-embedded.
Figure 13: Overview of Proposed PD Model in ACS and MCS’ Schools
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(4) Provide professional development that is likely to improve instructional and leadership
practices, and is guided by the professional development needs of individual educators as
identified in paragraph(c) (1) of this criterion (20 points).
As previously stated, the TAP system combines collaborative teams and classroom
coaching to maximize the potential impact of both strategies in improving the skills of teachers
in the classroom. In traditional models of professional development educators are likely to attend
a session provided away from their school site with content delivered by external presenters. In
this traditional model there is rarely follow-up provided with teachers in order to ensure that they
have adequately applied the new information to their classroom instruction, or are being
supported in their new professional learning. In contrast, the experts leading the professional
development in TAP schools are working in the same facility and with the same students as the
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teachers that they are supporting. Both districts are committed to implementing this high-impact
model of professional development
Unlike the fragmented and disconnected approach to professional development still
common in most schools, the TAP system provides teachers with a highly structured and focused
form of professional development that is ongoing, job-embedded, collaborative, driven by
analysis of a teachers’ specific student achievement data, and led by expert instructors. In TAP,
master teachers, mentor teachers and the principal have explicit responsibility for planning and
leading a range of inter-related professional development activities. While the professional
development structure is common across TAP schools, the content is entirely driven by careful
analysis of student and teacher needs in any given school. Typical professional development
activities include:
Cluster Groups. TAP restructures the school schedule to provide time during the regular
school day for groups of teachers to collaborate on analyzing student data and learning new
instructional strategies to improve student learning. Strategies are selected by master teachers
based on detailed analyses of student achievement data and are only introduced to teachers in the
cluster group after the masters teachers have successfully field tested or vetted and the strategies
in actual classrooms so they can demonstrate student learning gains. After master teachers
introduce a new strategy, teachers use the strategy in their own classrooms, then return to cluster
meetings with pre- and post test data from formative assessments so that the group can discuss
how well the strategy worked and refine it further if necessary.
Individualized Coaching. The TAP system expects master and mentor teachers to follow up
after cluster meetings to provide every teacher with one-on-one coaching. They are provided
training, authority, time, and additional compensation for these roles, and their extensive,
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individual work with classroom teachers is described in detail in their supplemental contracts.
Master and mentor teachers carefully calibrate the content and form of coaching to meet
teachers’ individual needs based specifically on the students in the teachers’ classroom. For
example, they might ask:


How well did the teacher understand the strategy overall, and did he or she struggle with
a particular aspect of it?



What kind of coaching technique would work best for this teacher in this circumstance—
observation and feedback, a demonstration lesson, co-teaching?



Will one of the “critical attributes” - the essential elements making the strategy successful
- be difficult for this teacher, given what I know from the teacher’s formal evaluations or
what I have observed informally in the teacher’s classroom?

Master and mentor teachers employ a wide range of coaching techniques that can be adapted to
suit teachers’ individual needs. Some teachers might benefit most from “lighter” coaching in
which the master or mentor teacher observes the teacher applying the new strategy during a
lesson and then follows up with reflective questions and feedback. Other teachers might benefit
most from a demonstration lesson during which they get to observe the master teacher modeling
the strategy again, this time with an actual classroom of students. Still other teachers might need
more intensive “elbow-to-elbow” coaching wherein they co-teach a lesson to a classroom of
students—right alongside the master or mentor teacher.
Master and mentor teachers regularly visit teachers’ classrooms to provide highly
intensive and personalized coaching that can take a wide variety of forms, from teaching
demonstration lessons to modeling specific instructional strategies or skills to team teaching. For
example, master or mentor teachers often visit classrooms to coach teachers on a new
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instructional strategy after introducing it during a cluster group meeting. Coaching can take place
outside the classroom, too: Mentor or master teachers can meet with teachers to brainstorm,
troubleshoot, collaborate on lesson planning, review student work, provide feedback on teachers’
plans and ideas, or to review and discuss how a lesson went.
All of the above job-embedded professional development opportunities will build upon
the efforts already initiated at Morgan County Schools. The district’s goal is to develop a
collaborative school culture for continuous learning through the use of a Professional Learning
Community (PLC) approach. The MCS district leadership team (instructional supervisors,
principals, assistant principals, curriculum and academic coaches) have received training in these
collaborative processes. In the past year, district-wide teams (PLCs) were organized around
grade level and/or content areas. A teacher facilitator was trained for each group. These teams
are learning to analyze summative and formative data for instructional improvement. They are
also addressing challenges such as student motivation. Common Core standards, pacing guides
and common formative assessments are focus areas for the upcoming (2012-2013) school year.

(d) Involvement of Educators. (35 points)
Requirement 2, section (c): In Athens City Schools and Morgan County Schools, a union is not
the exclusive representative of teachers. In Athens City Schools and Morgan County Schools, a
union is not the exclusive representative of principals.
(1) The application contains evidence that educator involvement in the design of the PBCS
and the educator evaluation systems has been extensive and will continue to be extensive
during the grant period (10 points); and
NOTE: This section also addresses Requirement 2, section (a).
The TAP system was first developed over 10 years ago with significant input and guidance from
teachers and administrators across the country. Educators continue to be involved in the specific
implementation of the system in their schools today. Through early implementation workshops,
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CORE training, tailoring professional development to meet the needs of the teachers, crafting
school-specific responsibility survey items, and teacher involvement in the selection of master
and mentor teachers, both districts’ educators are heavily involved in the design and
implementation of the TAP system.
Implementation Workshops. The first step in the partnership between NIET and ACS and
MCS was a phone conference to discuss implementation issues. This ‘implementation
workshop” involved key stakeholders and provided a detailed overview of the TAP system as
well as guidance and structure for designing the TAP system for a school. Both Athens City
Schools and Morgan County Schools are familiar with the evaluation rubric. Through this grant,
they are looking to implement, and incorporate, the other three elements of TAP into their
districts’ HCMS. After the implementation workshop, the faculty in Athens City Schools voted
to approve the proposed implementation of TAP by an overwhelming 96% of educators.
Typically, NIET requires that 70% of the faculty approve implementation of the TAP system.
See the following section for more information on the faculty vote. Morgan County Schools took
an informal staff survey which indicated a strong level of support for TAP. A formal staff vote
will take place early in the 2012-2013 school year.
Initial Design Decisions Made at CORE Training. ACS and MCS’ educators will be
involved in the design of the PBCS initially through a nine day CORE training that includes a
TAP overview, evaluation training, cluster and leadership team explanation and finally an
explanation of the field test process. All of the TAP Leadership team (TLT) members are
required to attend the nine day CORE training. The TLT includes master and mentor teachers
and administrators. The training will include time for each district’s schools to set instructional
and achievement goals by creating a school plan that targets a specified area of academic need
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that will drive the professional development focus for the school. During the CORE TLT
training, the leadership team members will decide how to restructure the school day to
accommodate cluster group meeting times. The TLT will also determine how cluster groups will
be configured and whether they will be grade-level or content-area specific or a combination of
the two. Leadership teams will determine which skills and instructional rubric indicators will be
modeled and taught during cluster group meetings after an examination of data to support their
decision. The TAP system provides the structure for how to implement these processes, but it is
the responsibility of each district’s educators to determine how the structure of PD will align
with the goals for their school.
Athens City Schools and Morgan County Schools’ Educators Drive Professional
Development Content. The first few months of professional development in each district’s
schools will be targeted at establishing a common understanding of the instructional rubric
among all teachers. As a result of the training that the TLT receives in CORE training, they are
poised to provide feedback to teachers in order to help them improve upon specific areas of the
instructional rubric. Leadership team members will support and provide feedback to teachers in a
differentiated manner given their specific areas of reinforcement and refinement. In essence,
professional development will be tailored to the specific needs of each teacher.
Defining Educator Responsibilities. A core element of the TAP system is the career path,
which includes master teachers, mentor teachers, and career teachers. This path distributes
school and instructional leadership, and creates different job expectations and responsibilities for
different types of teachers. Although TAP provides guidelines about the responsibilities of TAP
teachers, ACS and MCS’ educators will work together to establish specific responsibilities
performance standards will be established for master, mentor, and career teachers to document
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areas and levels of effectiveness and provide benchmarks of performance. The responsibilities
surveys play a role in determining teacher performance and pay. Responsibilities surveys are
aggregated with classroom observation scores to form the “SKR score” portion of the TAP
performance award. The districts’ schools have the autonomy to customize the responsibility
survey to include role-specific responsibilities that are a priority for the school such as reflection
on teaching or supervision. This full view of the multiple career paths provides accountability
and ownership of the differentiated roles and responsibilities for instructional leaders in a TAP
school.
Calculating Educator Effectiveness. Both districts will convene a TAP Implementation
Committee in Year 1 of the grant that includes members of the leadership team (principal, master
and mentor teachers) and any other key stakeholders within the school building to determine the
weights to determine the overall evaluation rating for teachers in untested grades and subjects
within the specified ranges. The TAP Implementation Committees will reconvene in Year 3 of
the grant to reexamine the weights given to each of the measures.
Ownership of Selection of Key Positions. Athens City Schools and Morgan County
Schools will form an interview committee at each of its TAP schools to assist in the selection of
master and mentor teachers. This committee will remain in place for the duration of the
implementation of TAP, as some normal turnover and promotion opportunities are expected. The
committee is typically comprised of the principal, assistant principal, teachers, a district-level
designee and a state-level TAP representative, and teachers who will work in the TAP school.
Through participation in the interview committee, the districts’ teachers will be involved in the
selection process for the instructional leaders in their school.
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Measuring Classroom-Level Student Growth in Non-tested Grades and Subjects. In Year
1 of the grant, each district’s TAP leadership team will work together to create two rubrics
related to SLOs: one to assess the rigor of each SLO, and another to determine student growth
based on the SLO. Further, the committee will determine the weights goals as well as how/if they
were accomplished. Each year, teachers will develop their SLOs with guidance from their TAP
leadership team. The TAP leadership team will then use a rubric to determine the rigor of the
SLOs, and will continue to work with teachers until all have developed rigorous SLOs. At the
end of each school year, the TAP leadership team will reconvene to determine classroom-level
student growth based on the SLOs.
In the TAP system educators continue to be involved in the development and
implementation of the evaluation system. Vehicles such as the faculty vote, implementation
committees early implementation workshops, CORE training, tailoring professional development
to meet the needs of the teachers, crafting school-specific responsibility survey items, and
teacher involvement in the selection of master and mentor teachers allow educators to take
ownership in the evaluation process. The TAP system provides the framework for the evaluation
process but through educator involvement the structure becomes unique and individualized for
each school.

(2) The application contains evidence that educators support the elements of the proposed
PBCS and the educator evaluation systems described in the application. (25 points)
NOTE: This section also addresses Requirement 2, section (b).
Educator buy-in has been a fundamental aspect of TAP since its inception. The TAP
system is a bottom-up, top-down reform, which has proven to be most impactful when teachers
and school administrators strongly support the effort while garnering support from district and
state education leaders. Federal monies provided through the Teacher Incentive Fund provide
58

another, very significant layer of support both in terms of funds and alignment to educational
policy. NIET recommends a 70% vote of support from faculty within a TAP school. In fact,
Athens City Schools held a vote of the faculty and its educators voted in favor of TAP as their
PBCS (see table below). Educators at Morgan County Schools will conduct their vote early in
the 2012-2012 school year. TAP has a history of receiving strong support at the site- and districtlevel. Staff at fourteen schools in Knox County Schools (Knoxville, Tennessee), for example,
voted in favor of TAP by 87%.
Athens City Schools Educator Vote
School
Athens City MS
City Park ES
Ingleside ES
North City ES
Westside ES
TOTAL

Yes
31
25
22
14
19
111

No
1
0
0
4
0
5

In-Favor %
97%
100%
100%
78%
100%
96%

(e) Project Management. (30 points)
(1) Clearly identifies and defines the roles and responsibilities of key personnel (3 points);
NIET will be the fiscal agent for the proposed TIF grant. The roles and responsibilities of
the partner LEA are noted in the “TIF Project Timeline” later in this section and in the
memoranda of understanding (see Other Attachments). The management plan describes NIET’s
management structure for implementing this project. As part of this plan, NIET and the districts
will maintain the proposed HCMS in the high-need schools under this grant for the five years of
the TIF project period. The management plan for this TIF grant is designed to fulfill the goals
and objectives of this project on time and within budget.
Oversight, management and coordination of this project will ultimately be the
responsibility of the TIF Project Director who will oversee and administer the grant. This will
include three subsets of activities to ensure the goals and objectives are achieved on time and
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within budget: oversight of grant execution; management of grant activities; and work to
implement the proposed HCMS in Athens City Schools and Morgan County Schools. NIET will
use routine cost-control mechanisms that involve work and budget planning and systematic
review. NIET believes that paramount to effective control of any project’s costs are detailed
work and budget planning, coupled with systematic reviews of actual performance against those
plans and the ability to make adjustments as required. Actual accomplishments and their costs
will be compared to the planned work flows and budgets. Each quarter, NIET will generate
financial reports for the districts. These reports will allow NIET to closely monitor expenditures
and make sure the project is within budget. Within the three subsets of activities are key project
personnel from NIET and new positions that will be hired to work in the district.
NIET, with ACS and MCS, has assembled an exceptionally well-qualified team of
managers and other personnel who will complete their project responsibilities on time and within
budget. The qualifications of the staff described below represent the full range of skills to
guarantee quality and timely work on all project tasks. The time commitments these key
personnel will devote to this grant are adequate to implement the project effectively. Resumes
for key personnel showing their relevant training and experience are included in “Other
Attachments.”
NIET will hire a project director to oversee all aspects of TAP operation in the districts;
assist in aligning TAP implementation and this grant effort to the districts’ long-term strategic
plans; lead annual advisory board meetings; work closely with NIET senior management and
ACS and MCS’ district administration to select, train and supervise the new positions hired
under this grant; provide on-site technical assistance as needed; provide training on the TLT
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Observation Rubric to TAP district leaders; and work with both districts to help them attract high
caliber teachers and principals.
The additional key NIET personnel involved in the management and work of
implementing TAP in Athens City Schools and Morgan County Schools include: Gary Stark,
President; Jason Culbertson, Senior Vice President; and Kristan Van Hook, Senior Vice
President.
As President and Chief Executive Officer, Dr. Gary Stark is responsible for the
management, operations and performance of NIET. He works closely with NIET senior staff to
oversee activities related to the implementation and advancement of TAP across the country,
including Athens City Schools and Morgan County Schools if funded under this proposal. Dr.
Stark will provide in-kind services as needed.
As Senior Vice President, Jason Culbertson will time to the project providing leadership
and oversight assistance for the Project Director. Mr. Culbertson was previously the Project
Director for a South Carolina TAP Teacher Incentive Fund grant, showing his experience
managing a federal grant. Mr. Culbertson’s experience with TAP began as he worked his way up
the career path within TAP schools, advancing from a career teacher to master teacher. Prior to
his current work at NIET, Mr. Culbertson was the Executive Director for South Carolina TAP
for four years. In this capacity, he provided technical support to schools, grant management and
oversight, as well as budget creation and implementation.
As Senior Vice President, Kristan Van Hook develops and implements strategies to build
support for NIET's education initiatives, and will have this role for the TIF grant. This will
include developing and executing strategies for communicating the projects results to
policymakers, practitioners and the public. Ms. Van Hook has over 20 years of experience in
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government and public policy. She will dedicate her time to provide communications
management to this grant.
Each district, with NIET’s assistance, will hire a District Executive Master Teacher
(DEMT) who will be based in the district. The DEMT will be responsible for training schoolbased leadership teams and conducting regular site visits. The DEMT will work directly with
master and mentor teachers to anchor the training process. Athens City Schools and Morgan
County Schools, with the assistance of NIET, will seek applicants who have at least five years of
classroom teaching experience, preferably as a master teacher in a TAP school; master’s degree
in education, preferred; demonstrated expertise in curriculum development, test analysis,
mentoring and professional development; and the ability to work with faculty in a diverse crosssection of schools.
(2) Allocates sufficient human resources to complete project tasks (5 points);
NIET has served as the fiscal agent to a number of other large grants—including four TIF
grants—and will use the same strategies to assess human resource needs for this grant as have
been successfully employed in the past. Using prior grants as models, the following human
resource allocations will be sufficient to successfully complete project tasks:
 The District Executive Master Teacher will spend 100% of his or her time on the
previously established responsibilities.
 The Project Director will allocate 100% of his or her time to accomplish the responsibilities
discussed in the previous section.
 Jason Culbertson will dedicate 10% of his time to project leadership and oversight.
 Kristan Van Hook will dedicate 10% of her time to provide communications management.
In addition, upon notification of funding NIET will convene a TIF Advisory Board that
will include: NIET’s President (or designee); the TIF Project Director; the District Executive
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Master Teacher; a local representative from the Tennessee Education Association; the
superintendent (or designee) from each district; and a principal and teacher representative. The
TIF Advisory Board will meet annually to provide a consistent platform for systematic review of
the status and improvement of the TIF project. Based on the Board’s findings and with approval
of the U.S. Department of Education (ED), changes or adaptations will be made in the TAP
system’s implementation to guarantee that all of the project’s objectives are met. In addition,
NIET and the districts will establish quarterly communications to monitor progress, ensure
implementation is on track and address any challenges they may be facing.
(3) Includes measurable project objectives and performance measures (5 points);
In addition to the four required GPRA measures, our evaluation will collect and analyze
the following measures of performance related to the goals of the project. For additional detail,
refer to “Other Attachments”
Project Objectives
Project Objective 1: Increase the percent of effective teachers through incentives, career
advancement, evaluation, and professional development.
1.a. Increase the percent of effective teachers as defined within the TIF grant.
1.b. Increase the percent of effective teachers retained each year.
1.c. Enhance the opportunity for principals to recruit teachers who are likely to be
effective.
Project Objective 2: Increase the percent of effective principals through incentives,
evaluation, and professional development.
2.a. Increase the percent of effective principals as defined within the TIF grant.
2.b. Increase the percent of principals retained each year.
Project Objective 3: Improve student achievement.
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3.a. Achieve a year or more of student growth at the school level as defined within the
TIF grant.

(4) Includes an effective project evaluation plan (5 points);
This project will be evaluated by a third-party professional evaluator with the capacity for
working with both qualitative and quantitative data. The purpose of the evaluation will be
twofold: first, to provide feedback for continuous improvement in the implementation and
operation of TAP in the project schools; and second, to provide an analysis of the evidence that
the project is achieving its objectives and goals. The evaluator will assess progress toward and
accomplishment of all of the outcome measures identified in this proposal, as described below.
In addition, the evaluator will study the implementation of TAP in the project schools during the
length of the grant, including differences in fidelity to the TAP model between schools. The
evaluator will also examine the intermediate attitudinal and behavioral outcomes among teachers
and principals that are expected to lead to changes in student outcomes as a result of the project.
The evaluation will provide both quantitative and qualitative data in the following:
(a) Student achievement and state accountability data (including disaggregated scores) will be
provided by both districts. Value-added data (including underlying scores and standard errors)
will be provided by the Tennessee Value-Added Assessment System (TVAAS), a service
provided by the Tennessee Department of Education. (b) Teacher and principal evaluation results
will come from the CODE data system used by TAP schools, including the detail for each
classroom observation and principal performance survey. (c) The evaluator will obtain
administrative data regarding teacher and principal recruitment and retention, including exit
interview data, from each district and participating schools. (d) Survey data on teacher and
principal attitudes and perceptions will result from the annual TAP web survey conducted by
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NIET nationally. This survey focuses on attitudes toward the specific elements of TAP and
perceptions of the quality of TAP implementation on multiple dimensions. Additional local
surveys will be conducted by the evaluator to address questions specific to this project. (e)
Interviews and focus groups of TAP teachers and principals will complement and expand upon
survey data about attitudes and perceptions. The evaluator will analyze data from these activities
using grounded theory methods to identify themes that characterize TAP implementation in these
schools. The evaluator will be able to triangulate among multiple perspectives on the process of
change within schools. (f) The evaluator will conduct on-site observations of classrooms and
cluster group meetings. These observations will provide data on the quality of instruction and the
quality of the professional development process, as indicators of the intermediate changes
required to impact student outcomes. (g) The evaluator will have access to samples of student
work, cluster group records, leadership team records, teacher individual growth plans and other
artifacts of the process of change in the schools. (h) NIET will provide annual School Review
data to the evaluator. These scores measure the quality and consistency of TAP implementation
in a school. These ratings are conducted by experienced NIET staff from outside of the school,
using quantitative and qualitative rubrics.
The evaluation will be "utilization focused" (Patton, 2002), meaning that the evaluator
will provide feedback in order to make the project more successful, sustainable and replicable.
The evaluation will include regular communications between the evaluator, NIET and both
districts. An NIET staff member and a staff member within each district will be designated as
contact persons for communications with the evaluator. The evaluator, NIET and school district
representatives will hold update meetings or conference calls at least quarterly to review plans,
progress and preliminary data. The evaluator will provide an annual report to NIET, ACS and
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MCS presenting and analyzing key data regarding project implementation, progress toward
objectives and intermediate outcomes if applicable. The evaluator will provide an initial draft of
this report in early fall of the school year following the year covered by the report, in order to
support improvements in the operation of the project. When value-added achievement data
become available, typically later in the year, the annual report will be updated to reflect such
data. At the conclusion of the grant period, the evaluator will assess the overall accomplishment
of goals. The evaluator will also provide an analysis of lessons learned for the sustainability of
TAP in these schools.
(5) Specifies realistic and achievable timelines for:
(i) Implementing the components of the HCMS, PBCS, and educator evaluation systems,
including any proposal to phase in schools or educators (8 points).
(ii) Successfully completing project tasks and achieving objectives (4 points).
NOTE: This section addresses Absolute Priority 1, section (4) and Absolute Priority 2, section
(4) regarding timelines for implementing changes to the HCMS and evaluation system.
Athens City Schools and Morgan County Schools will take one year to implement the evaluation
system LEA-wide. Over the course of the year, NIET will provide each district’s TAP
Leadership Team (principal(s), assistant principal(s), master and mentor teachers) with nine days
of training, four of which will prepare the partner to accurately and reliably use the observation
rubric. NIET will also deliver separate training on the development and analysis of student
learning objectives (SLOs) for the purposes of evaluating student growth. By the end of the first
year of the grant, all evaluators will be trained and certified, and all schools in the LEA will fully
implement the evaluation system at the start of the second year of the grant.

Project Tasks

Responsible
Parties

Milestones
Y1

Y2

Y3

Y4

Y5

Human Capital Management System (HCMS) Development & Implementation
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Responsible
Project Tasks
Parties
Upload all school data to the CODE system in
District
preparation for the school year.
Administratio
n (DA)
Provide feedback to NIET quarterly to guide future DA, Schools
development of the CODE system.

Milestones
Y1

Y2

Y3

Y4

Y5

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

Add analytic and data management functionality to NIET
the CODE system.
The district will sign a memorandum of
understanding with NIET and other parties, as
applicable.*
Establish a TIF Advisory Board to meet annually
to assess the progress of meeting the stated goals
of the TIF grant in ACS and MCS.
Schools must solicit approval through a vote for
TAP implementation.*
Contract with Middle Tennessee State University
College of Education
Plan for the revised salary schedule
Incorporate performance into the salary schedule

NIET, District
Administratio
n (DA)
x
Project
Director (PD),
DA
x
DA, Schools
x
NIET
x
NIET, DA,
Schools
DA, Schools

x
PBCS Preparation
Hire District Executive Master Teacher.

NIET, DA
x

Career Advancement
Establish a Staffing Committee for master and
mentor teacher selection and accountability.

Each TAP school conducts a staff meeting to
review TAP’s Multiple Career Path opportunities.
The mentor and master teacher roles,
responsibilities and qualifications, along with the
interview and selection process, are reviewed.
All master and mentor teaching positions are
posted and applications may be sent to the district
personnel department.

District
Executive
Master
Teacher
(DEMT), DA,
TEA
Schools

x

x

x

x

x

x
Staffing
Committee
x
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Project Tasks
Mentor and master teacher applications are
reviewed by the Staffing Committee. A pool of
qualified candidates will be developed. Committee
members will interview and select these teachers
from the pool of qualified candidates.
Master and mentor teachers will sign addendums
to their contract, outlining the responsibilities, job
descriptions and compensation.
Professional Development
Participating schools will restructure the school
schedule to allow for ongoing applied professional
growth activities to take place during the school
day.*
The TAP Leadership Teams (TLT) of each school
will meet with a NIET representative to review:
cluster group assignments and schedule; roles and
responsibilities; TLT meeting expectations; and
preparations for the Startup of School Workshop.
Evaluation (Absolute Priority 2, section (4))
Convene the Educator Implementation Committee
to allocate specific weight given to student growth
measures
Based on the Educator Implementation Committee
recommendations, upload weights to the CODE
system
Select a method for calculating student growth in
Athens’ PreK-2 schools

Student Learning Objectives training and technical
assistance
TLT will develop a rubric to evaluate rigor of
SLOs
TLT will develop a rubric to evaluate growth
based on SLOs
Calculating Student Growth
TAP schools will sign a form releasing studentlevel test data. In addition, each TAP school is
required to make arrangements to have schoollevel and classroom-level value-added calculations
done through TVAAS.

Responsible
Parties
Staffing
Committee

Milestones
Y1

Y2

Y3

Y4

Y5

x

x

x

x

x
Schools
x
DA, Schools

x
TAP
Leadership
Teams (TLT),
NIET
x
DA, Educator
Implementatio
n Committee
x
NIET

x

x
Athens DA,
TLT, TAP
Implementation
committee
NIET, DA,
TLT
TLT

x

x

x

x
TLT
x
DA, Schools

x
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Responsible
Parties

Project Tasks

Milestones
Y1

Y2

Y3

Y4

Y5

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

PBCS Implementation: District-wide
Schools complete TAP Core Trainings.*
Members of the school TLT will attend the TAP
Summer Institute.*
Members of the school TLT will attend the annual
National TAP Conference and Training.*
ACS and MCS will work with NIET to
disseminate information about TAP and the
success of the schools to key stakeholders.*
Implement LEA-wide educator evaluation system.
(Absolute Priority 2, section (4))
All participating schools receive a School
Review.*
Implement a district salary structure based on
effectiveness for both teachers and principals by
the end of year 5.
ACS and MCS will work with NIET to develop a
plan for sustaining and expanding TAP beyond the
life of the grant.*

TLT, NIET
TLT
TLT
DA, PD,
NIET
DA
NIET,
Schools
DA

x
DA, PD,
NIET
x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

PBCS Implementation: Teachers
Participating schools will provide ongoing applied
professional growth activities to teachers.
ACS and MCS will ensure that evaluators are
trained and certified, and recertified annually to
ensure ratings align with national raters and valueadded measures.
Evaluation: All teachers will have received a
minimum of four classroom evaluations and
associated pre- and post-conference sessions.
(Absolute Priority 2, section (4))
Evaluation: Teachers in non-tested grades/subjects
will have developed SLOs
(Absolute Priority 2, section (4))
Evaluation: TLT will evaluate SLOs and
determine growth
(Absolute Priority 2, section (4))
ACS and MCS will reward effective teachers in
participating schools with performance-based
compensation.*

TLT
DA, Schools

TLT

TLT
x
TLT

DA

PBCS Implementation: Principals
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Responsible
Parties
DA, DEMT,
NIET
DA, Schools

Project Tasks
District TAP staff and NIET will provide
professional development for principals.
ACS and MCS will ensure that evaluators are
trained. (Absolute Priority 2, section (4))
All principals will have received a minimum of
DA, Schools,
two observation evaluations using the TLT rubric
DEMT
and the principal evaluation tool.
(Absolute Priority 2, section (4))
ACS and MCS will reward effective principals in
DA
participating schools with performance-based
compensation.*
* Indicates actions that will lead to project sustainability.

Milestones
Y1

Y2

Y3

Y4

Y5

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

(f) Sustainability. (20 points).
(1) Identifies and commits sufficient non-TIF resources, financial and nonfinancial, to
support the PBCS and educator evaluation systems during and after the grant period (10
points); and
Our sustainability plan includes the key elements that will ensure long-term sustainability
and success of this project: building buy-in, creating capacity through training and support,
increasing educator skills and driving student growth, and establishing financial sustainability.
Our grant application has already extensively addressed building educator buy-in (see page 54),
creating capacity (see page 13), and the ability of TAP to increase educator skills and drive
student growth (see pages 23 and 39). Thus, below we will address establishing financial
sustainability.
Establishing financial sustainability. NIET, with each district, developed the project
budget to build toward sustainability beyond the length of the grant. To demonstrate their
commitment to TAP, both districts will use non-TIF funds to take over an increasing share of
performance-based compensation each year. Both ACS and MCS will adopt 10% in Year 2;
20% in Year 3; and 30% in Year 4. By the final year of the grant (Year 5), the districts will fund
40% of performance-based compensation with funds provided by other local, state and/or
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federal resources. Performance-based compensation is one of the largest components of the TAP
budget; therefore, both districts are demonstrating their commitment to implementing the TAP
system by shouldering these costs.
Not only are the districts matching performance-based compensations, they are also
matching personnel. MCS will fund 1.0 FTE master teacher position in every school in addition
to the 1.0 master teacher per school funded through this proposal. The district’s leadership
believes this commitment of additional human capital towards TAP implementation is essential
to the long-term viability of the PBCS and evaluation systems in Morgan County Schools.
Athens City Schools will contribute 0.2 FTE master teacher at their middle school which
requires a second master teacher due to its size.
Morgan County Schools is working to reallocate existing federal and state funds to
support the implementation of TAP beyond the term of the grant. Morgan County Schools has
indicated the potential to support TAP with Title I funds after the project period. The district will
dedicate the money from the initial Title I allocation for performance pay and allocate the
balance to the neediest schools. Morgan County Schools will also use Title II funds to support
TAP. Athens City Schools will provide an increasing percentage of the performance based
compensation using their district’s General Fund dollars, with possible supplementation using
Title I and/or Title IIA funds. See Other Attachments for letters of support confirming the
districts’ commitment to sustainability. Clearly, both districts are making TAP a priority by
reallocating existing resources to supplement TIF funding and sustain implementation.
(2) Is likely to be implemented and, if implemented, will result in a sustained PBCS and
educator evaluation systems after the grant period ends (10 points).
NIET has found that after five years, the cost of implementing TAP decreases. After the
initial five years, both districts’ TAP schools will have built instructional capacity among the
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faculty members; thus, ACS and MCS will be able to reduce the number of master and mentor
teachers needed. The role of NIET support will lessen as the district will have built training
capacity. Consequently, it is projected that the costs of implementing TAP in both districts will
be substantially reduced after the project period, contributing to this project’s fiscal
sustainability.
Sustainability also involves a commitment by key district and community stakeholders to
remain engaged in the system’s ongoing development. Ongoing communications efforts will
continue to build awareness, understanding and support for the PBCS and educator evaluation
systems among teachers, principals, other school personnel and the community (including
parents). Athens City Schools and Morgan County Schools will use three primary strategies to
involve key stakeholders and build lasting support for TAP from the inside out:
1. Advisory Board. Upon notification of funding, NIET will form an advisory board
consisting of representatives from each district: the superintendent (or designee); staff from
the Human Resources and Curriculum/Professional Development departments; school
administrators; executive master teachers; local Tennessee Education Association
representative; NIET’s president (or designee) and the TIF Project Director. The advisory
board will meet annually to provide a consistent platform for a systematic review of the
status of the project.
2. School Site Councils. Morgan County Schools: To regularly communicate information
about the evaluation systems to stakeholders on a site-level basis, MCS will utilize their
existing school Leadership Teams, comprised of cross-section of teacher representatives
and facilitated by the school principal. In PreK-12 schools, the group includes participation
across the grade spans (i.e., one teacher from various levels PreK-5, 6-8, 9-12). Site
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Leadership Teams meet monthly. In Athens City Schools, all schools have Leadership
Teams used to develop and implement their Title I plans, with some meeting more often
during the year than others. Additionally, all schools have common grade-level planning
time and active Family Engagement Committees. Communications about schools goals,
testing, school events and suggestions for improvements are a part of these meetings.
3. Communications plan. On a district level, ACS and MCS will disseminate pertinent
program information through their districts’ newsletters, websites and public forums
throughout the year. At the site-level, principals and master teachers will distribute
information at staff meetings, during in-service days and through campus newsletters. The
district will develop several fact sheets explaining the evaluation system, the measures of
teacher performance and the link to performance pay. Both districts will create a fact sheet
on value-added student growth specifically for internal audiences. Morgan County Schools
also uses an automated telephone dialer system to inform parents of district current events.
Athens City Schools uses a similar automated system called “School Cast” to communicate
with parents and other stakeholders.
Using a similar sustainability plan, NIET’s TIF-2 grant with the Algiers Charter Schools
Association will sustain TAP implementation in the 2012-13 school year, though funding for the
grant ended in June 2012. In addition, NIET was a secondary partner on a TIF-2 grant to
implement TAP in Texas has sustained implementation in 22 of 23 schools. Engagement and
communication with key stakeholders ensured that all stakeholders understood the powerful
outcomes of the grant and were willing to commit to sustaining the project activities.

73

Additional Assurances


Priority 4 (Competitive Preference): Athens City Schools and Morgan County Schools
are rural school districts in the state of Tennessee. Both districts are eligible for the
federal Rural Low Income Schools (RLIS) Program. See page 75.



Priority 5 (Competitive Preference): An Educator Salary based on Effectiveness. See
page 76.



Requirement 3: All schools implementing the proposed PBCS fulfill the Teacher
Incentive Fund’s definition of high need schools. Refer to Other Attachments, High
Needs Documentation.



Requirement 4: This is a group application consisting of the National Institute for
Excellence in Teaching, Athens City Schools and Morgan County Schools. Please see
Other Attachments for our memorandum of understanding, which fulfills all of the
required information.



Requirement 5: We have applied for this grant under only General TIF Competition.
Athens City Schools and Morgan County Schools are not included in any other
applications.



Requirement 6: We will only use TIF funds as specified in this requirement. Please refer
to our budget narrative for additional information.



Requirement 7: None of the schools in this grant are served by an existing TIF grant.
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Priority 4 (Competitive Preference): New or Rural Applicants to the Teacher
Incentive Fund
To meet this priority, an applicant must provide at least one of the two following assurances,
which the Department accepts:
(a) An assurance that each LEA to be served by the project has not previously participated in a
TIF-supported project.

(b) An assurance that each LEA to be served by the project is a rural local educational agency
(as defined in this notice)

Athens City Schools and Morgan County Schools are rural school districts in the state of
Tennessee. Both districts are eligible for the federal Rural Low Income Schools (RLIS) Program.
The districts’ eligibility was verified using the information on the Department of Education’s
Web site:
http://www2.ed.gov/nclb/freedom/local/reap.html
http://www2.ed.gov/programs/reapsrsa/eligibility.html
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Priority 5 (Competitive Preference): An Educator Salary Structure Based on
Effectiveness
(a) The extent to which and how each LEA will use overall evaluation ratings to determine
educator salaries;
Athens City Schools and Morgan County Schools’ traditional salary schedule only allows
educators to increase pay based on years of service and degree attainment. Through the proposed
performance-based compensation system and reforms to the salary schedule, up to 20% of
educator compensation will depend on effectiveness. Only educators who are at least “effective”
will be eligible to earn any performance-based compensation. Among effective teachers, the
specific size of their performance compensation will depend on scores on their evaluation
measures. In addition, consistently effective teachers will have the opportunity to take on
additional roles and responsibilities, with corresponding increases in pay. Among effective
principals, the specific size of their performance compensation will depend on scores on their
evaluation measures.
Athens City Schools will put $2,000 per teacher into an annual performance award fund;
Morgan County Schools will put $2,500 per teacher into their district’s annual performance
award fund. For taking on additional roles and responsibilities, teachers may earn salary
augmentations of $4,500 as a mentor teacher and $9,000 as a master teacher. Teachers must
remain effective to retain their additional roles and responsibilities. Athens will also put $5,000
per principal into an annual performance award fund; Morgan will put $6,000 per principal into
their annual performance award fund. Within each measure used in their evaluations, teachers
and principals receive a larger award as their scores increase, which differentiates pay and
ensures performance awards are of sufficient size to affect behavior. Teachers and principals
must re-earn the performance-based portion of their pay each year.
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Illustrating the Reformed Salary Schedule
The full impact of these policies on educator salaries is best illustrated by example.
(Salary figure vary between districts. The following example is for illustrative purposes.) Under
the old salary structure, a teacher (Teacher A) with a bachelor’s degree and eight years of
experience would earn $42,000 per year, despite performance. Even if Teacher A has been more
effective than a teacher with similar characteristics (Teacher B) for three years, Teacher A and
Teacher B earn the same salary.
In the next school year under the new salary schedule, Teacher B is ineligible for
performance-based compensation based on her effectiveness rating. In contrast, Teacher A was
highly effective and will earn additional performance-based salary component of about $4,000.
Unlike the old traditional salary schedule, the revised salary structure provides a range of
possible salaries based on annual performance.
Figure 14: Differentiated Pay under Proposed Salary Schedule

Further, assume at the end of the school year, Teacher A becomes a master teacher due to
her consistently high level of effectiveness. She then earns a master salary augmentation of
$9,000 and continues to be effective, earning $4,000 in performance-based pay. Teacher B
improves somewhat, earning $500 in performance-based pay. However, Teacher A earns
$12,500 more than Teacher B.
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Figure 15: Proposed Salary Schedule: Performance-Based Pay and Salary Augmentations

To generalize, on top of base pay, all teachers have the opportunity to earn up to $5,000
in performance-based pay. In addition, master and mentor teachers earn fixed salary
augmentations of $9,000 and $4,500 respectively. The chart below illustrates the ranges of
possible pay, and notes where Teacher A and Teacher B would fall.

Teacher A

Teacher B

The exact details of the salary schedule will be established by each district and their TAP
Committee over the course of the grant to build buy-in and ensure the design of the salary
schedule reflects local needs. The salary schedule will be implemented in Year 5.
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(b) How each LEA will use TIF funds to support the salary structure based on effectiveness in
the high-need schools listed in response to Requirement 3(a); and
Athens City Schools and Morgan County Schools will use TIF funds to support the performance
component of the salary structure in its high-need schools participating in the TIF grant. To
ensure sustainability, each district will match 40% of the performance component of the salary
structure in Year 5 in the participating high-need schools and commit to keeping the performance
based salary structure after the life of the grant.
One possibility being discussed in Athens City Schools includes modifying the
educators’ annual salary step increases to fund a pool for annual performance awards. If, for
example, an educator’s regular annual salary step increase is 3%, the modified salary structure
might use half of the annual step increase (1.5%) to fund the annual performance award pool,
leaving the remaining 1.5% for an annual step increase. The exact percentages have not yet been
finalized; however, in early discussions, there has been wide-spread approval for this concept.
(c) The extent to which the proposed implementation is feasible, given that implementation
will depend upon stakeholder support and applicable LEA-level policies.
The performance-based compensation system proposed in this grant is very similar to the change
in salary schedule proposed here and in the TAP system which Athens’ teachers voted in favor of
implementing (and Morgan County teachers will vote on this fall). Educators will have three
years of experience with the performance-based compensation system before transitioning to the
new salary structure. In addition, both districts will actively engage their educators over the
course of the grant to ensure their buy in by creating a salary committee as a part of the advisory
council for teachers and other stakeholders to provide insight and help shape the final product.
This committee will convene during the first year of implementation (Year 2) and present its
recommendation to the local School Board of Education for approval by Year 4.
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