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To the multitude of leaders, including me, who have learned over 
time that leadership is an ongoing process and who continue to 

fine-tune their leadership skills, this book is dedicated to help you 
continue your pathway to excellence. I hope each person reading 

this book will find special mentors to serve as confidants and guides 
in the complex process of developing effective school leadership.

And to the mentors who guided my own path, my father (Franklin 
Goff), Barbara Franques, and Michael Grego, I thank you.

—Beverly Carbaugh
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Preface

The word leadership evokes images of strength, courage, and fortitude. These 
are especially apt words to describe qualities that school leaders need to cul-
tivate in today’s culture of high-stakes accountability. Sadly, though, there 
is abundant literature showing that school leaders—no matter how strong 
or courageous they may be—are leaving the profession almost as quickly as 
they are appointed. Overwhelmed, overworked, and discouraged, a stag-
gering 50 percent of school leaders choose to leave the profession after only 
three years at the helm of a school (Tyre, 2015). School systems, foundations, 
and researchers are all working hard to study and address the problem of 
school leadership attrition and leadership pipelines in the United States. This 
complex issue seems forbidding and sometimes impossible to solve. But per-
haps there is a silver bullet, or a way past and through the many challenges 
facing school leaders, challenges that dampen their enthusiasm and often 
force them from the profession.

In this book, we propose that the silver bullet resides not necessarily in 
a program or policy or pilot project but within every aspiring leader, every 
struggling leader, and every school leader who desires to push through the 
many challenges of school leadership to a successful and rewarding career. 
With the right focus and support, leadership skills can be acquired, so long 
as we are committed to helping leaders build the skills they need to succeed. 
The capacity for growth that leads to satisfaction in the profession is avail-
able to every leader—regardless of district size and support, pipeline prepa-
ration, or university degrees. Previous leaders have paved the path and are 
staying the course.

In Developing the Leader Within You, John Maxwell (2012) distinguishes 
born leaders from those who develop their leadership capacity over time. 
Maxwell notes that we are all familiar with the kinds of leadership families—
the Roosevelts, Kennedys, and Bushes—who see leadership qualities mod-
eled throughout their lives, have learned leadership skills through specific 
training, or have the kind of innate self-discipline that contributes to leader-
ship skills. Maxwell calls these the “Leading Leaders.” But he also identifies 
the “Latent Leaders” and the “Limited Leaders,” those individuals who have 
had limited or no access to model leaders or leadership training but who 
nevertheless possess the desire to lead. In The 21 Irrefutable Laws of Leadership, 
Maxwell (2007) notes that while 10 percent of leaders surveyed believed that 
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they had natural abilities, 85 percent of leaders became leaders due to the 
inspiration and mentoring of at least one other leader. In other words, the 
vast majority of leaders are not naturals! They develop the skills they need 
to succeed.

This should be good news for public education. It means that we ought 
to have, potentially, a very large leadership pool to draw from. 

To help leaders develop growth and evaluation frameworks such as the 
one we discuss in this book, the Marzano Focused School Leader Evaluation 
Model, updated in 2018, draw on the most current and thorough research 
in school leadership. The Focused Model emphasizes school leader behav-
iors most likely to have the greatest impact on student learning. At the same 
time, the new Professional Standards for Educational Leaders (PSEL) and 
research tell us that leader growth and evaluation systems need to restore 
the right balance between critical leadership behaviors (National Policy 
Board for Education Administrators, 2015). While instructional leadership 
is still crucial, the most effective systems will take care to address the many, 
many roles the school leader must play beyond leader of instruction. 

We propose that the right school leader growth and evaluation model has 
the capacity to address many of these challenges. If potential and practicing 
school leaders adopt a framework grounded in evidence and contemporary 
research, then the model should have the capacity to be used as a growth 
tool for self-reflection as well as a measurement tool for formal evaluation. 
It should also align language and expectations throughout the educational 
system. When these pieces are in place, the potential for school improvement 
is greatly enhanced.

“As a district administrator, my personal philosophy has been to never see evalu-
ation systems in terms of just compliance. Evaluation feedback should always be 
about growth. We chose the Marzano model because it is a growth-based model. 
And while there may be some tension with state policy that emphasizes compli-
ance, the role of Central Office is to help administrators understand that the true 
purpose of the model is to support professional growth.” 

 —R. J. Webber (2018), Assistant Superintendent for Academic Services,  
Novi Community School District 

School Leaders Matter
When we published the first edition of School Leadership for Results in 2015, 
we began with a straightforward premise: school leaders are crucial to the 
success of schools. That premise has not changed in the past three years; if 
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anything, it has been strengthened, thanks to abundant new literature on 
school leadership. We know without a doubt that although a school lead-
er’s impact on student learning is indirect, mediated through teachers, staff, 
and other factors, the impact is nevertheless profound. Numerous studies 
have found that after effective teachers, the principal has the second-largest 
impact on student achievement (Hallinger & Heck, 1998; Leithwood, Louis, 
Anderson, & Wahlstrom, 2004; Waters, Marzano, & McNulty, 2003).

The challenges for school leaders are now more urgent than ever. 
International Programme for International Student Assessment (PISA) scores 
have remained mostly stagnant for students in the United States, with math 
scores declining below the international average. A 2017 PISA report found, 
additionally, that US students were only moderately successful collabora-
tive problem solvers, coming in thirteenth, well below Singapore, Japan, and 
Hong Kong (Programme for International Student Assessment, 2017). We 
now know that in order to be effective as twenty-first century citizens, stu-
dents must not only have solid math and language skills, but they also must 
be skillful at solving problems in collaborative teams—yet another challenge 
school leaders will be called on to address directly, and be held accountable 
for, in the coming years.

Liz Wiseman (Weisman, Allen, & Foster, 2013) has identified how good 
leaders can have a “multiplier effect” that exponentially increases the suc-
cess of the organization, as capacity fans out from the leader to teacher 
teams, parents, and students. A 2012 report from the American Institute for 
Research called this expanding circle of impact “the ripple effect,” where 
school leader behaviors directly influence school conditions, teacher quality, 
district and community contexts, and classroom instruction, and indirectly 
affect student achievement (Clifford, Behrstock-Sherratt, & Fetters, 2012). 
Recognizing the potential a school leader has to exert influence, the Gates 
Foundation, the Wallace Foundation, and a host of others have continued 
to pump millions of dollars into studies and pilot projects to examine and 
test how best to maximize the school leader’s impact, examining ways to 
train, support, and retain current and future school leaders so they are fully 
equipped to lead K−12 schools to improved student learning. We would pro-
pose that a growth and evaluation model, when used as a guide for reflection 
and improvement, will ultimately have a positive effect on the school lead-
er’s personal growth and potential impact. 

We Need to Stop the Attrition
Developing school leadership is more critical than ever. As we noted above, 
research has shown that there is tremendous turnover and attrition of prin-
cipals and assistant principals in K–12 schools. A 2014 report, Churn: The 
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High Cost of Principal Turnover, released by the School Leaders Network, 
finds that 25,000 principals leave the profession each year, fully a quarter of 
the country’s school leaders. Half of principals quit their jobs by their third 
year. And those who do stay eventually tend to leave high-poverty schools 
for more affluent schools, a further contribution to our stubborn achieve-
ment gap (School Leaders Network, 2014). The authors note that “the job 
is simply too complex, too poorly constructed, too isolating. School leaders 
lack the ongoing support and development required to maintain and foster 
sustained commitment” (School Leaders Network, 2014, p. 1). They go on 
to say, “Leaders are effectively being thrown into the deep end of the pool 
without adequate continued support, impacting schools, teachers, students, 
and our country.”

Furthermore, principal attrition is expensive. Mariah Cone, vice presi-
dent of knowledge with the School Leaders Network, estimated in a 2014 
Marketplace interview that it costs approximately $75,000 to recruit and 
train each replacement for a departing principal (Scott, 2014). Marketplace 
summarized Cone’s contention that “studies have shown precipitous drops 
in student scores on math and English achievement tests when a principal 
departs.” We would only modify Cone’s assertion with the caveat that test 
scores do drop when an average or effective principal departs but likely do 
not when an ineffective principal moves on. Cone further estimated that once 
a school leader is replaced, it takes three to five years for a school to begin to 
show achievement gains. The $75,000 figure that Cone cites does not include 
the significant investment that school leaders themselves have made in their 
own education and training, or the economic impact of careers derailed or 
stalled, or the much greater long-term economic impact of half a decade of 
declining test scores. A 2017 National Assessment of Educational Progress 
report found that the achievement gap continues to widen (Balinget, 2018). 
We propose that it is both necessary and possible to stop the churn with the 
right support for principals, and one element of that support is the right 
growth and evaluation system. 

The Wallace Foundation (2011) has emphasized that investments in good 
principals yield a high return on investment when it comes to improving 
teacher practice and student achievement. Or, as a 2014 National Conference 
of State Legislatures (NCSL) (2015) Policy Brief summarized, “Targeted 
investments in good principals can be a particularly cost-effective way to 
improve teaching and learning because principals ensure that excellent teach-
ing and learning spread beyond single classrooms. They also play a critical 
role in implementing schoolwide reform efforts.” The same brief noted that 
effective leaders attract and retain effective teachers and that twenty-four out 
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of twenty-five teachers say that the number-one factor in whether they stay 
at a school is their principal. 

A 2016 nationwide study that surveyed principals in large urban dis-
tricts to analyze reasons for high attrition rates found that, along with having 
a competent teaching staff and good work/life balance, “having an effec-
tive supervisor and collegial support from other principals were helpful 
supports; and having adequate resources, time for long-term planning, and 
teacher support and resources were critical working conditions” (Anthony, 
2016).

Are Today’s School Leaders Getting the Support They 
Need?
A 2016 National Association of Elementary School Principals (NAESP) 
(2016) presentation claimed that evidence from the field indicates that too 
few principals are, in fact, getting the training and mentoring support that 
they need to be effective. Only 4 percent of Local Education Agencies (LEAs) 
use Title II funds to support professional capacity in principals. Sixty percent 
of principals report spending less than 1 percent of their workdays per year 
in state- or district-sponsored professional development. And 43 percent of 
principals report that their district does not tailor professional development 
opportunities to meet their specific needs. A preliminary answer to the ques-
tion of whether or not school leaders are receiving adequate support to be 
successful would be: Not yet. 

Aligning Expectations for Effective School Leadership
Clearly, one of the challenges we face in public education is stanching the 
flow of school leaders leaving the profession and ensuring a steady pipe-
line of competent and well-trained individuals to lead our schools into the 
future. The solution to this challenge is to provide adequate support in the 
form of professional development and mentoring opportunities and to 
emphasize continuous improvement. But at the same time, we face another, 
related challenge: we must continue to clearly define and align expectations 
for the role of an effective school leader throughout our educational systems. 
Too often, there is a disconnect between professional expectations and actual 
practice—when expectations between districts and schools are misaligned, 
for instance. Just as often, school leaders enter the profession with one idea 
about the job, only to find a daily reality that seems to bear no resemblance 
to the work they’d hoped to do. 

In part, the cause for this disconnect may be due to the ways our concep-
tion of principal leadership roles and responsibilities has shifted and evolved 
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over time. Clifford (2012) and Walker (2002) have summarized these many 
shifts, from early conceptions of the school leader as “traditional manager,” 
to the “supervisor of standards,” to the “adaptive leader,” the “instructional 
leader,” and finally “leader among leaders”—the place that principal leader-
ship has now settled in the twenty-first century. In The Ripple Effect (Clifford, 
Behrstock-Sherratt, & Fetters, 2012), the authors note that leaders among 
leaders “recognize their limitations and the limitations of their position and 
the capacity of others to lead. Leaders work to establish organizational sys-
tems that distribute leadership and support organizational learning.” The 
measure of effectiveness for such leaders is how well they facilitate “dem-
ocratic decision making and processes to take place among communities of 
professionals” (p. 2).

Nationally, structures are now fully in place to help align a unified 
vision of effective school leadership, most notably with the Interstate School 
Leaders Licensure Consortium Standards (ISLLC) of 2008 and the updated 
PSEL standards of 2015. Evidence continues to accrue that school leaders 
must be instructional leaders—they must set and maintain an instructional 
vision that is coherent and consistent from classroom to classroom. But new 
leader standards do reflect that strong instructional leadership is not the end 
of the story. School leaders must also devote a significant percentage of their 
energies to organizational leadership, maintaining the necessary and delicate 
balance between instruction, organizational processes, and vision. In their 
rationale for the 2015 standards, the PSEL authors note:

The profession of educational leadership has developed significantly. 
Educators have a better understanding of how and in what ways effec-
tive leadership contributes to student achievement. An expanding base of 
knowledge from research and practice shows that educational leaders exert 
influence on student achievement by creating challenging but also caring 
and supportive conditions conducive to each student’s learning. They relent-
lessly develop and support teachers, create positive working conditions, 
effectively allocate resources, construct appropriate organizational policies 
and systems, and engage in other deep and meaningful work outside of the 
classroom that has a powerful impact on what happens inside it. Given this 
growing knowledge—and the changing demands of the job—educational 
leaders need new standards to guide their practice in directions that will be 
the most productive and beneficial to students (National Policy Board for 
Educational Administration, 2015, p. 1). 

Although PSEL standards were published in 2015, an informal survey we 
conducted of school leaders in a large urban district of more than 150 school 
leaders revealed that less than 50 percent of school leaders were aware of the 
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standards, and of those 50 percent, only 10 percent were actively using the 
standards to guide their practice. 

School Leader Evaluation: Getting the Best Results
Has the excellent research and literature we now have available trickled 
down to influence the actual practice of school leaders in real classrooms 
across the nation? How do we translate research into action? And how do we 
help leaders internalize, practice, and adopt national leadership standards so 
that our school leaders become truly reflective, continuously improving pro-
fessionals? One key to helping school leaders internalize and practice pro-
fessional standards is in the focus and support provided by districts and the 
implementation of a framework that helps transfer national standards into 
actionable evidence-based practices. Superintendent Ember Conley of Park 
City, Utah, School District says that such alignment is key to school improve-
ment. “Alignment sets the game rules before the game begins, meaning that 
when school and district leaders have clear objectives, it yields accountabil-
ity and improved results” (Conley, 2017).

Continuous, systematic improvement of leadership capacity requires 
ongoing organizational change. The perennial problem, one that never 
seems to go away, is the great difficulty of implementing deep structural 
change throughout an organization. Fullan (2000) acknowledged this chal-
lenge when he noted that organizational change requires a three-year time-
line for elementary schools and a six-year timeline for secondary schools. 
And even so, he writes, we recognize that “there has been strong adoption 
and implementation, but not strong institutionalization” (Fullan, 2000, p. 
581) of the leadership and instructional changes necessary to foster strong 
and permanent results. More recently, McKinsey & Company has made the 
controversial claim that 70 percent of all organizational changes fail and that 
the root cause of the failure is communication (Bucy, Finlayson, Kelly, & 
Moye, 2016).  

To have real value, professional development and other supports for 
school leaders require an aligned system, a unified vision that runs through 
national professional standards, to state or district growth and evaluation 
systems and other initiatives, to school vision, mission, and policies. The 
question we raised in the 2015 edition of this book remains vital and, as yet, 
not entirely resolved: how do we ensure that school leaders have the sup-
port, training, vision, and tools to facilitate performing at the highest levels 
of effectiveness? 

From national PSEL standards and federal initiatives such as the Every 
Student Succeeds Act (ESSA) to state guidelines, district policies, school 
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programs, and the vision of individual school leaders—total alignment may 
feel like it is beyond our capacity. But such alignment is, indeed, a major 
goal of effective school leader growth and evaluation systems. Frameworks 
such as the Marzano Focused School Leader Evaluation Model draw on the 
most current and thorough research in school leadership; they focus school 
leader behaviors on those behaviors most likely to have the greatest impact 
on student learning. As we have noted, PSEL standards and research tell us 
that leader evaluation systems need to restore the right balance among crit-
ical leadership behaviors. While instructional leadership is still crucial, the 
most effective growth and evaluation systems will take care to address the 
many, many roles the school leader must play beyond leader of instruction. 
The Marzano Focused School Leader Evaluation Model balances instruc-
tional and organizational duties and recognizes their interrelated influence 
on improving student achievement. 

At the same time, we acknowledge that while the silver bullet to resolve 
the challenges every school leader faces is elusive, it is still attainable. 
Leaders still have to juggle the many responsibilities inherent in the job—
evaluating data, ensuring standards-driven curriculum and instruction, 
developing teachers, instilling values and fostering community, and man-
aging resources. Nevertheless, we do believe that nearly every school leader 
has the potential for growth—excellent leaders can be made as well as born. 
Given the right tools and support, school leaders will find a path to suc-
cess, cultivating mentorships with districts, universities, or outside partners. 
Leaders will find their way to the resources they need to grow and evolve 
their practice and to continuously improve their performance. As we will 
discuss in detail in the following chapter, the key is finding the right balance 
between organizational and instructional leadership. In this book, we lay out 
one such path. 
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1

INTRODUCTION

The Marzano Focused School 
Leader Evaluation Model, 
2018 Update

A 2017 Rand report, School Leadership Interventions Under the Every Student 
Succeeds Act: Evidence Review (Herman et al., 2017), identified the Marzano 
School Leader Evaluation Model as one of only two leader evaluation models that 
meet ESSA criteria for evidence-based leader evaluation systems. 

A 2016 Mid-Atlantic REL study, Measuring Principals’ Effectiveness: Results from 
New Jersey’s First Year of Statewide Principal Evaluation from the Mathematics 
Policy Research Institute (Herman & Ross, 2016), also reported on the effective-
ness of the model based on first-year implementation data of 212 principals in 
209 schools. One of the study’s conclusions was that principal ratings with the 
model and median student growth percentiles had moderate to high year-to-year 
stability. 

Introduced in 2018, the Marzano Focused School Leader Evaluation Model 
is an update to the original Marzano School Leader Evaluation Model, draw-
ing on lessons learned, current research, and new standards. Refined over 
five years, the Focused Model is designed to support school leaders to con-
tinuously improve their practice, concentrating on focused, research-based 
elements correlated to school improvement and restoring the right bal-
ance between instructional and organizational leadership. The model was 
designed as a framework to break down large domains of responsibility into 
individual elements in order to guide professional practice and help leaders 
self-assess and improve. As part of the process, the school leader is evaluated 
on how effectively he or she is getting the desired results of implementing 
these elements. The 2018 Marzano Focused School Leader Evaluation Model 
is complex enough to provide specificity and objectivity, yet streamlined 
enough to support ease of adoption and use.

This conceptual framework undergirds both the Focused Model and the 
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2  School Leadership for Results

premise of this book. The Focused Model supports improved performance 
and professional growth; thus, evaluation becomes the measurement of the 
school leader’s progress toward specific growth goals and the desired effects 
of each element. If a school leader wants to find the silver bullet to grow his 
or her practice and achieve sustained results in student achievement, the 
Focused Model serves as a roadmap. 

“I have used the model as a roadmap to reflect on my practice, going through 
each domain and then figuring out how to use my reflection to identify areas 
where I want to get better. For me, it is a mindset type of thing—this is my blue-
print and my path and it helps me identify an area where I can grow. The model 
also gives me concrete examples. You can look at the evidences and see yourself 
in those, and you take that and look at the scale to ask yourself: Am I just really 
implementing, or am I implementing and also monitoring for the desired effect?”

 —Lori Connery, PhD, Principal, Norman, OK

Dr. Robert Marzano and Dr. Beverly Carbaugh developed and field-
tested the original Marzano School Leader Evaluation Model over a period 
of several years and have updated the objectives in the new Focused Model. 

Key Objectives of the 2018 Updated Focused Marzano School Leader 
Evaluation Model 

• To recognize the responsibility of the school leader to find balance and 
synergy between instructional and organizational leadership

• To recognize the importance of supporting diversity, inclusiveness, and 
equal opportunity for each student

• To clearly define the role of the school leader in keeping the school focused 
on its core values

• To support a caring and collaborative culture where all stakeholders 
embrace a growth mindset

• To keep a constant focus on results

Challenges for Designing School Leader Evaluation
As we noted in 2015, although a great deal of research has been compiled 
on school leader effectiveness over the past several decades, the research on 
school leader evaluation has been “surprisingly thin” as indicated by a review 
of the literature conducted in 2011. Davis, Kearney, Sanders, Thomas, and 
Leon published a comprehensive review of the existing literature on school 
leader evaluation that identified the challenges most districts were facing as 
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 The Marzano Focused School Leader Evaluation Model, 2018 Update 3

they began to implement new evaluation systems as required by Race to the 
Top. The report summarized the research from 1980 to 2010. From a total of 
sixty-eight publications, the authors drew a number of important conclu-
sions about school leader evaluation and the requirements around imple-
menting new evaluation systems. 

Davis et al. (2011) went on to identify the most common recommenda-
tions and suggestions for reforming principal evaluation. Among their find-
ings were the following:

• Evaluation should guide professional development.

• Evaluation criteria and standards should be clear and should align 
with school and district goals and student outcomes.

• Principals should collaborate in their evaluation goals, planning, and 
assessment.

• The tools should be reliable and valid.

• The evaluation system should be built on a foundation of research on 
effective school leadership and organizations.

• A balance of formative and summative functions would best ensure 
school leader buy-in and collaboration.

• Evaluations conducted by multiple stakeholders, and drawing on 
multiple measures, appear to be most effective (pp. 33–35).

The 2018 Marzano Focused School Leader Evaluation Model is correlated 
with all these criteria, as we will discuss in some detail as we delve into the 
six domains and twenty-one elements in the ensuing chapters of this book.

The Instructional/Organizational Leader
We have updated the objectives of the 2018 Focused Model to balance a dual 
focus on instructional and organizational leadership. Instructional leadership 
requires a large skill set, but as any school leader will tell you, mastery of 
those skills alone will not guarantee a school’s success. There must be a crit-
ical balance between instructional leadership and organizational leadership. 
Multiple factors create this balance and interplay, and the updated Focused 
Model recognizes those factors and their importance. 

We will discuss the specifics of the domains, elements, desired effects, and 
the sample evidences in some detail below. But before our discussion of the 
specific domains, it’s important to understand what we mean by instructional 
leadership and organizational leadership and how these two leadership capaci-
ties are interdependent and critical to the successful functioning of the school.  
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4  School Leadership for Results

Various definitions of instructional leadership have been proposed over the 
years, but there is general agreement that the term implies a deep involve-
ment with teaching and learning. Because the literature on instructional 
leadership does not always define instructional leadership consistently, our 
own definition of instructional leadership has continued to evolve under the 
impetus of new research. The updated elements in the Focused Model reflect 
this evolution. True instructional leadership requires a deep understanding 
of, and commitment to, the interconnected areas of instruction, curriculum, 
and assessment in the service of optimizing student learning (DuFour & 
Marzano, 2011). 

The school leader’s involvement may take many forms, including leading 
and supporting teacher learning teams and motivating teachers to continue 
to grow and provide the most effective classroom environments for each stu-
dent. The instructional leader identifies effective instructional practices and 
provides rich classroom observation feedback. He or she organizes profes-
sional development opportunities, supports the concept of standards-based 
instruction, and ensures equal learning opportunities for each student. In 
these capacities, the instructional leader is highly visible and accessible, dis-
tributing necessary resources and clearing distractions so that everyone in 
the school can focus on what matters most: student learning.

Organizational leadership is how the leader organizes and operates all 
aspects of the functioning of the school: culture, climate, safety, and budget. 

It’s not much of a stretch to see how instructional leadership is intimately 
connected to organizational leadership. For example, Standard 9 (Operations 
and Management) of the PSEL makes explicit that the goal of streamlined 
operations is to ensure students’ academic success and well-being. The ele-
ments of this standard include optimizing teachers’ professional capacity to 
address each student’s learning needs; acquiring resources to support curric-
ulum, instruction, and assessment; protecting teacher time from disruption; 
maintaining data systems to provide actionable information for classroom 
and school improvement; and developing systems for managing conflict res-
olution. It’s quite clear how these aspects of organizational leadership would 
directly impact instruction and the conditions for student learning.

Research on how a school leader’s organizational capabilities and 
resource management practices impact student achievement or school 
growth is still somewhat scarce. But a 2009 Stanford University study con-
ducted on Miami-Dade Public Schools concluded:

Time spent on Organization Management activities is associated with pos-
itive school outcomes, such as student test score gains and positive teacher 
and parent assessments of the instructional climate; whereas Day-to-Day 
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Instruction activities are marginally or not at all related to improvements 
in student performance and often have a negative relationship with teacher 
and parent assessments. This paper suggests that a single-minded focus on 
principals as instructional leaders operationalized through direct contact 
with teachers may be detrimental if it forsakes the important role of principals as 
organizational leaders [our italics]. (Horng, 2009, p. iv)

Additionally, some researchers have made a distinction between man-
agement and leadership that may be useful here. School leaders must be 
leaders, not managers, even when designing and executing organizational 
systems. Citing 2011 research by Shamas-ur-Reman Toor in the engineering 
field, Stein (2013) in the Journal of Leadership Education notes three significant 
themes that emerge in thinking about the difference between leadership and 
management:

In his extensive research on the differences between managers and leaders, 
Toor (2011) concluded that there are three significant themes: “First, leader-
ship pursues change that is coupled with sustainability, while management 
endeavors to maintain order that is tied with the bottom line. Second, lead-
ership exercises personal power and relational influence to gain authority, 
whereas management banks on position power and structural hierarchy to 
execute orders. Third, leadership empowers people, whereas management 
imposes authority” (p. 318). It is no coincidence, therefore, that America’s 
highest performing schools are the products of good leadership as opposed 
to effective management. (Stein, 2016, p. 23) 

In this vein, the authors of the 2018 Marzano Focused School Leader 
Evaluation Model have conceptualized school management of resources and 
operations as part of the evidence of effective organizational leadership, the 
emphasis of the new Domain 6.

The Focused School Leader Evaluation Model has also been updated to 
make these connections between instructional and organizational leadership 
explicit and to balance these interconnected responsibilities. As with the 
original model, the 2018 model has an accompanying protocol that explains 
the element and provides sample evidences. The updated model’s protocols 
have been revised to include a specific desired effect for each element and an 
increased number of sample evidences. The Focused Model is aligned to the 
2015 PSEL, discussed below (for a crosswalk between the model and PSEL, 
see appendix E).

New Policies for School Leader Evaluation
We published the first edition of School Leadership for Results in 2015, just 
a few months before President Obama signed the Every Student Succeeds 
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6  School Leadership for Results

Act (ESSA) on December 10, 2015. ESSA represented a further step in the 
long evolution of our understanding of effective school leadership. Along 
with the new PSEL released that same year, ESSA set a high bar for evi-
dence-based initiatives for school improvement. New ESSA guidelines have 
shifted the burden and the freedom to develop and sustain evaluation sys-
tems back to the states. At the same time, they emphasize research- and 
evidence-based systems for improving school leader performance, through 
training, evaluation systems, and preparation. A 2017 Rand report, School 
Leadership Interventions Under the Every Student Succeeds Act: Evidence Review, 
identified the Marzano School Leader Evaluation Model as one of only two 
leader evaluation models that meet ESSA criteria for evidence-based leader 
evaluation systems. 

A Wallace report notes that ESSA evidence on the positive effects of 
school leadership activities include principal evaluation, principal prepa-
ration, academies, professional learning, working conditions, and school 
improvement models (The Wallace Foundation, 2016). School leader eval-
uation has a large role to play in developing effective school leadership, for 
evaluation models are, at best, tools to frame leadership responsibilities, to 
measure leader performance, and to guide and support focused professional 
development.

Updated Professional Standards for School Leaders
Researchers have taken a growing interest in not only what fosters and consti-
tutes principal effectiveness but also what constitutes best design and imple-
mentation of effective principal evaluation systems. The most prudent school 
leader growth and evaluation models should align with the ten PSEL stan-
dards released by the National Board for Education Administration in 2015: 

Standard 1. Mission, Vision, and Core Values

Standard 2. Ethics and Professional Norms

Standard 3. Equity and Cultural Responsiveness

Standard 4. Curriculum, Instruction, and Assessment 

Standard 5. Community of Care and Support for Students

Standard 6. Professional Capacity of School Personnel 

Standard 7. Professional Community for Teachers and Staff 

Standard 8. Meaningful Engagement of Families and Community 

Standard 9. Operations and Management

Standard 10. School Improvement 
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 The Marzano Focused School Leader Evaluation Model, 2018 Update 7

These widely agreed-on national standards have helped shape the 
“what” of school leader effectiveness. They clearly define a school leader’s 
goals and areas of focus. Getting to the “how” is another matter. Aspiring 
leaders, assistant principals, and principals also require systems to support 
them to reach these levels of effective leadership, as well as systems to accu-
rately measure progress toward their goals. Thus, accurate measurement of 
leader practice and support for professional growth must be the twin pillars 
of today’s school leader evaluation systems, and these pillars are empha-
sized in the updated Marzano Focused School Leader Evaluation Model. 
These pillars, measurement and growth, also serve as a guide for aspiring 
leaders as they strike their path toward effective leadership. 

The Basics of Using a Framework Approach for Growth 
and Evaluation
We will begin our discussion of school leader evaluation with perhaps a 
deceptively simple definition of school leader effectiveness: an effective school 
leader achieves desired results. To identify and measure desired results, a robust, 
well-defined school leader evaluation model based on research is essential. 
(Note: in this book, we will use the terms desired results, desired effects, and 
desired outcomes synonymously.)

The Concept of a Framework
As we noted in our preface, a comprehensive growth and evaluation sys-

tem should be a framework that addresses all the actions, decisions, and work 
that school leaders do in their multifaceted roles. School leaders can use such 
a framework to measure all their actions and to self-assess their behaviors 
and understand their responsibilities. We see using a systematic framework 
as the potential silver bullet for self-assessment and growth. 

As a quick illustration of how a framework can be used to organize all the actions 
and responsibilities of a school leader, complete the following exercise. Write 
down all leadership responsibilities performed by a school leader, and sort them 
into large categories of behavior. You should then be able to match the responsi-
bilities to the domains and elements on the following Focused Model map. As a 
quick reflection, ask yourself: Where do I see the majority of my work? Where am I 
placing most of my emphasis, and perhaps what is being left out? Principal Olivia 
Dean says, “I fit all of my work into the framework. I constantly think about what I 
am doing and what I need to do to move to the next level.”

The second valuable aspect of a framework is that it encourages every 
educator in the system to use a common professional language and to use 
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8  School Leadership for Results

common names for specifi c behaviors. A framework allows everyone in 
a system to recognize and talk about behavior using common descriptors 
related to instruction or key performance indicators. Just as in the profes-
sions of law or medicine, for example, educators need to have a common 
language to speak with accuracy about what they are doing and observing.

High school principal Peter Liesenfeld (2018) shared with us that the 
Marzano School Leader Model “is compiled in such a way that I can identify 
specifi c elements, and when engaging in conversation with my supervisor, 
we are using the language from the elements. The language in the scale has 
become an essential part of our regular common language.”

A Roadmap for Success
Figure I.1: The 2018 Marzano Focused School Leader Evaluation Model. 

DOMAIN 
3 Continuous 

Development of 
Teachers and Staff

Element 1:
The school leader effectively 
hires, supports, and retains 
personnel who continually 
demonstrate growth through 
refl ection and growth plans.

Element 2:
The school leader uses 
multiple sources of data 
to provide teachers with 
ongoing evaluations of 
their pedagogical strengths 
and weaknesses that are 
consistent with student 
achievement data.

Element 3:
The school leader ensures 
that teachers and staff 
are provided with job-
embedded professional 
development to optimize 
professional capacity and 
support their growth goals. 

DOMAIN 
2 Instruction of 

a Viable and 
Guaranteed 
Curriculum

Element 1:
The school leader provides a 
clear vision for how instruc-
tion should be addressed in 
the school.

Element 2:
The school leader uses 
knowledge of the predomi-
nant instructional practices 
in the school to improve 
teaching.

Element 3:
The school leader ensures 
that school curriculum and 
accompanying assessments 
align with state and district 
standards.

Element 4:
The school leader ensures 
that school curriculum is fo-
cused on essential standards 
so it can be taught in the 
time available to teachers.

Element 5:
The school leader ensures 
that each student has equal 
opportunity to learn the criti-
cal content of the curriculum.

DOMAIN 
1 A Data-Driven 

Focus on School 
Improvement

Element 1:
The school leader ensures 
the appropriate use of data 
to develop critical goals fo-
cused on improving student 
achievement at the school.

Element 2:
The school leader ensures 
appropriate analysis and in-
terpretation of data are used 
to monitor the progress of 
each student toward meet-
ing achievement goals.

Element 3:
The school leader ensures 
the appropriate implemen-
tation of interventions and 
supportive practices to help 
each student meet achieve-
ment goals.

Marzano Focused School Leader Evaluation Model
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 The Marzano Focused School Leader Evaluation Model, 2018 Update 9

DOMAIN 
6 Resource 

Management

Element 1:
The school leader ensures 
that management of the 
fi scal, technological, and 
physical resources of the 
school supports effective 
instruction and achievement 
of each student.

Element 2:
The school leader utilizes 
systematic processes to 
engage district and external 
entities in support of school 
improvement.

Element 3:
The school leader ensures 
compliance to district, state, 
and federal rules and regu-
lations to support effective 
instruction and achievement 
of each student. 

DOMAIN 
5 Core Values

Element 1:
The school leader is 
transparent, communicates 
effectively, and continues to 
demonstrate professional 
growth.

Element 2:
The school leader has the 
trust of the staff and school 
community that all decisions 
are guided by what is best 
for each student.

Element 3:
The school leader ensures 
that the school is perceived 
as safe and culturally 
responsive.

DOMAIN 
4 Community of Care 

and Collaboration

Element 1:
The school leader ensures 
that teachers work in collab-
orative groups to plan and 
discuss effective instruction, 
curriculum, assessments, 
and the achievement of 
each student.

Element 2:
The school leader en-
sures a workplace where 
teachers have roles in the 
decision-making process 
regarding school planning, 
initiatives, and procedures 
to maximize the effective-
ness of the school.

Element 3:
The school leader ensures 
equity in a child-centered 
school with input from staff, 
students, parents, and the 
community.

Element 4:
The school leader acknowl-
edges the successes of the 
school and celebrates the 
diversity and culture of each 
student.

Marzano Focused School Leader Evaluation Model

The Focused Model integrates the criteria and behaviors leaders need 
to demonstrate into more focused elements and emphasizes the organiza-
tional responsibilities necessary to support optimal conditions for student 
learning. As with the original Marzano School Leader Evaluation Model, the 
updated model is an objective, evidence-based model that evaluates school 
leader performance against specifi c criteria aligned to professional standards 
and specifi c evidences. 

Overview of the Domains
The 2018 Focused Model now contains six, rather than fi ve, domains that 

defi ne the major job responsibilities of the school leader, and the language 
of the domains has been adapted to refl ect current literature and research 
regarding school leaders (see the review of research in appendix C). 
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1 0  School Leadership for Results

As illustrated in figure I.1, Domain 1 is now A Data-Driven Focus 
on School Improvement (previously A Data-Driven Focus on Student 
Achievement), a shift that reflects a broader perspective regarding student 
achievement while continuing to emphasize the use of data to drive student 
achievement, which drives school improvement. The five elements in the 
original model are now compacted into three elements; however, the sample 
evidences have been expanded. 

The Focused Model Domain 2 (Instruction of a Viable and Guaranteed 
Curriculum) collapses Domains 2 and 3 of the original model (incorporating 
two elements from Continuous Improvement of Instruction and three from 
A Guaranteed and Viable Curriculum). This change reflects the intercon-
nectedness of curriculum and instruction as well as the necessity that both 
align with new state and national standards. A major part of an instructional 
leader’s job begins with a clear vision of what teaching should look like in 
the school. This domain focuses on implementation of the school leader’s 
vision of teaching and learning.

Domain 3, Continuous Development of Teachers and Staff, is a new 
domain focused on human capital management. Although the school lead-
er’s primary focus is on improving teacher practice, all staff must grow in 
their areas of responsibility. The new Domain 3 makes that balance clear: it 
is critical for the school leader to manage and grow all people in the build-
ing. In the original model, this focus was addressed by Elements 2, 4, and 5 
of Domain 2.

Domain 4, Community of Care and Collaboration, retains its emphasis 
from the previous Domain 4 (Cooperation and Collaboration) with a slight 
shift in focus. The aim is to promote a more inclusive way to think about 
the school leader’s role in establishing a community of care, including the 
responsibility to ensure equity in instruction, the celebration of diversity, 
and an emphasis on collaborative teamwork for teachers to plan effective 
instruction. Domain 4 addresses the way a school does its work, looking at 
how staff forms a unified, transparent, and collaborative environment so that 
the school functions at optimal levels. Domain 4 now contains four, rather 
than five, elements. This domain represents part of the shift in this model to a 
focus on organizational management, or how the school leader operates the 
school. The elements in this domain specifically focus on the way the leader 
establishes a community of care and collaboration. All of the attributes in the 
elements in Domain 4 work together to define the culture of the school.

Domain 5, Core Values, represents a shift from the previous domain 
name of School Climate to more expansive ways of thinking about the values 
that the school leader is committed to: transparency, trust, cultural respon-
siveness, and safety. These are the values that the school leader instills within 
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the school so that all stakeholders perceive them. Domain 5 is based on the 
understanding that what the school leader values and models influences the 
school community’s perception of the school and how it feels to be a part of 
the school. The three elements that comprise Domain 5 are compacted from 
the prior version of the model. Core values set the tone for school climate. 
For example, if the leader is transparent, is an effective communicator, and 
establishes trust in the building, the school climate should reflect those val-
ues. Conversely, if those positive core values are not in evidence, the school 
climate will suffer.

Domain 6, Resource Management, is a new domain that recognizes the 
important role organizational and resource management plays in instruc-
tional leadership and school improvement. In the original model, the three 
elements now in Domain 6 were captured in the single Element 5 of Domain 
5 (“The school leader manages the fiscal, organizational, and technological 
resources of the school in a way that focuses on effective instruction and the 
achievement of all students”). As part of our emphasis on striking the right 
balance between organizational and instructional duties, we have added this 
domain and broken the elements out for further clarity. Domain 6 focuses 
on how school leaders manage all of the fiscal and physical resources neces-
sary at the school to support optimal student learning, including attention 
to and compliance with district and federal mandates. John Kotter (2001) 
has written that “management is about coping with complexity. Leadership, 
by contrast, is about coping with change.” It is in this sense that the school 
leader’s resource management duties outlined in Domain 6 contribute to the 
larger vision of the school in their specific and targeted support of school 
improvement, instruction and curriculum, continuous improvement, collab-
oration and care, and core values. The three elements of Domain 6 specifi-
cally emphasize the desired outcome of improving student achievement and 
school growth.

What Do We Mean When We Say Ensure?
As evaluators and school leaders begin to familiarize themselves with the 

elements of the Focused School Leader Evaluation Model, it will be helpful 
to note important recurring words and phrases and to formulate definitions 
for clear understanding. For example, all elements indicate the school leader 
needs to “ensure” that certain practices, methods, strategies, and actions 
are in place—he or she does not need, necessarily, to personally perform 
the actions.

 Understanding what we mean by ensure allows the school leader to dis-
tribute leadership and to develop leadership talent in others. The word ensure 
implies that the school leader has ultimate responsibility for outcomes. Yet, 
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when appropriate, the school leader directs other school personnel to per-
form the tasks necessary to create the desired results. For instance, one look 
at the body of possible evidences quickly reveals the need for shared lead-
ership responsibilities, so that others are enlisted to perform many of the 
expected tasks. 

Rarely does the school leader work in isolation, but the buck stops at 
his or her desk. The school leader is ultimately responsible for the outcome 
of all measures taken, making it critical to constantly monitor progress and 
measure results. The school leader should develop a data system to monitor 
that the desired results are achieved, as the leader has the final responsibility 
to ensure that the actions of each domain are completed.

Key Terms in the Common Language of the Marzano Focused School 
Leader Evaluation Model.

Domain: A large category of responsibility or an area of expertise.

Element: A specific set of behaviors within a domain. An element can be thought 
of as a standard that breaks down leader actions into specific constructs. 

Protocol: Guidelines to provide deeper exploration of the elements. Each ele-
ment has a specific protocol to further explain the requirements and expectations 
of the element. 

Focus or Element Statement: A statement (included in the protocol) that defines 
and specifies the constructs of a particular element. It also identifies the behav-
iors the school leader should demonstrate at the Developing level on the rating/
feedback scale. The element and the focus statement are synonymous in this 
model.

Desired Effect / Desired Result: The expected or desired outcome as a result 
of the school leader’s implementation of the element. The desired effect is the 
measurement component when demonstrating growth or mastery of the element.

Scale: Describes novice to expert performance (level of skills) for each of the 
elements included in the six domains of the Marzano Focused School Leader 
Evaluation Model. Scales provide a means for school leaders to gauge their use 
of particular strategies and for evaluators to provide feedback to school leaders 
regarding their use of the strategies. The developmental scale is embedded within 
the observation protocol using the labels: Not Using (Level 0), Beginning (Level 1), 
Developing (Level 2), Applying (Level 3), and Innovating (Level 4).

Sample Evidences: Specific observable artifacts or behaviors listed in each pro-
tocol that provide samples for leaders to help guide the implementation of each 
element. The evidences are designed for use by both the school leader and the 
evaluator. They may also be used as look-fors to guide school leaders and evalu-
ators in assessing the leader’s progress toward desired behaviors. The evidences 
are not designed for use as a checklist requiring school leaders to demonstrate 
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each evidence. Rather, they serve as a menu to guide growth. Aspiring leaders 
will find sample evidences helpful as they build their knowledge base and their 
repertoire of leadership skills. 

Updated Sample Protocols
As part of the roadmap system, every key indicator or element in the model 
has a corresponding protocol. It may be helpful to think of an element as a 
standard that is unpacked to identify the critical behaviors that the school 
leader should demonstrate. The protocols are procedural guidelines that 
provide a deeper explanation of the element. The protocol for each element 
includes the element or focus statement, which identifies the specific behav-
iors the leader must demonstrate to satisfy the requirements for that ele-
ment. The element statement can also be used as a reflective tool when the 
leader transforms the statement into a question by asking, “What am I doing 
to ensure . . . ?” This stem can be used with every element in the model. For 
example, “What am I doing as a school leader to ensure the appropriate use 
of data is being used to develop critical goals focused on improving stu-
dent achievement?” As a result of implementing the behaviors in the focused 
statement, every element has a desired effect/outcome. One can think of the 
desired effect, or desired result, this way: if the leader performs the actions in 
the element statement, then the desired effect of that behavior is what should 
be evidenced. 

The 2018 update of the Marzano School Leader Evaluation Model employs 
the same five-point scales (0–4) as the original model, and the model may be 
implemented as part of an aligned Marzano evaluation system. However, 
the model is agnostic in that it is designed and may be used in conjunction 
with any teacher or district leader evaluation system. The updated proto-
cols provide broader evidences with more behaviors identified, so that as the 
leader uses the model for self-assessment and reflection, the evidences serve 
as a guide to the process. 

As with the original model, a school leader who meets the criteria for the 
element statement would be said to be functioning at Developing, or Level 
2, of the scale. Providing evidence of the desired effects indicates a score at 
Applying, or Level 3. Updated evidences and desired effects are included in 
the protocols. The following example is the protocol for Domain 1, Element 
1. Note that the desired effect is specifically stated for each element beneath 
the focus statement.
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Domain 1: A Data-Driven Focus on School 
Improvement
Figure I.2: Sample focus statement, desired effect, scales, and evidences for the 
Marzano Focused School Leader Evaluation Model.

The school leader ensures the appropriate use of data to develop critical goals focused 
on improving student achievement at the school.

Desired Effect: Everyone understands the school’s most critical goals for improving 
student achievement.

Scale Value Description

Innovating (4) The school leader ensures adjustments are made or new methods 
are utilized so that all stakeholders sufficiently understand the critical 
goals. 

Applying (3) The school leader ensures the appropriate use of data to develop 
critical goals focused on improving student achievement at the 
school AND regularly monitors that everyone understands the critical 
goals for improving student achievement.

Developing (2) The school leader ensures the appropriate use of data to develop 
critical goals focused on improving student achievement at the 
school.

Beginning (1) The school leader attempts to use appropriate data to develop critical 
goals focused on improving student achievement at the school but 
does not complete the task or is not successful.

Not Using (0) The school leader does not attempt to use appropriate data to 
develop critical goals focused on improving student achievement at 
the school.

Sample Evidences for Element 1 of Domain 1

• Published goals focus on a plan for eliminating the achievement gap for each student.

• Goals support the vision and mission of the school.

• School improvement goals are established as a percentage of students who will score 
at a proficient or higher level on state assessments or benchmark assessments. 

• Multiple sources of data are used to develop critical goals.

• Schoolwide achievement goals are posted and discussed regularly at faculty and staff 
gatherings.

• Written goals address the most critical and severe achievement deficiencies. 

• Written timelines contain specific benchmarks for each goal including who provides 
support for achieving the goal.   

• A school improvement or strategic plan delineates the critical goals.
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• Faculty and staff can explain how goals support and eliminate differences in 
achievement for students at different socioeconomic levels, English language learners, 
and students with disabilities. 

• Faculty and staff can describe why the identified schoolwide achievement goals are 
the most critical.

• Data are available to identify how the most critical achievement goals of the school are 
supported.

The Role of the Evaluator
A district leader evaluating a school leader will use the protocol to guide 
conferences and goal setting with the school leader; the protocol provides 
sample evidences that can also serve as questions. You might think of the 
evidences as sources of questions to ask school leaders for documentation to 
support their actions for each element. The role of the evaluator should not 
just be to evaluate but also to support, to give honest and accurate feedback, 
and to serve as a coach for growth. 

How to Use This Book
This book is intended for school leaders and their evaluators, district leaders, 
and policy makers interested in improving school leader performance and 
retention in the context of school leader evaluation and growth. It also can 
be used by aspiring leaders who are still forming and refining their craft. It is 
written as a self-help guide for leaders in search of the silver bullet. 

Chapters 1 through 6 look at the literature and research for each domain. 
Each chapter then explains the Focused Model’s elements and evidences in 
some detail, with sample scenarios for each element, sample scoring, and 
feedback with reflection and growth questions for each element. 

Scenarios are based on examples gathered from the field and can be used 
as practice on how to self-score or to help readers learn how to use the scale 
accurately. We encourage reading them as practice even if the specifics of the 
scenarios do not directly apply. 

The model’s emphasis on continuous individual development is sup-
ported by samples of evidences to guide performance and growth, which 
makes it unique among leader evaluation models and positions it as an opti-
mal tool for improving school leadership skills and capacities. The scenarios, 
sample scores, and reflection questions will help school leaders create their 
own silver bullet for reflection and growth.

The growth and reflection questions for each element of the model are 
questions for aspiring leaders to ask themselves as they develop leadership 
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skills. Current leaders can use them as personal reflection questions as they 
continue to grow in their practice. Supervisors may also refer to these ques-
tions in conversations with a school leader to guide them in probing and 
reflecting on whether the leader is demonstrating evidence of the desired 
effect of the element.

Finally, chapter 7 discusses guidelines for implementation and scoring. It 
also provides information about the virtual platform and tools to support the 
model. We also discuss the model as part of an aligned evaluation system for 
teachers, district leaders, and non-classroom-certificated personnel. 

Conclusion
New research and practice necessitates that evaluation models undergo 
regular examination and revision to maintain alignment to best practices in 
the education field. Updating an evaluation model requires a delicate bal-
ance: the model must identify the essential behaviors required, define clear 
measurement standards, and perhaps most critically, be built to support 
feedback and growth objectives. Our goal in this model update has been 
to provide a set of criteria to help current or potential school leaders reflect 
on and improve their practice while remaining true to our vision of leader-
ship qualities most likely to impact whole-school improvement and student 
achievement.
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