
The high-performing, experienced leader (HPEL) spends half/full days with the principal,
observing their behaviors based on set criteria such as T-PESS or Marzano’s evaluation
criteria. This is not evaluative but allows the HPEL to identify specific strengths and
weaknesses to build upon where effective practices and behaviors need to be modeled by
the HPEL. This should take place weekly and gradually reduce over time.

On-Site Guidance 

Goal-Setting

Routine Coaching
Effective coaching is a core component of guided leadership and a routine practice for the
HPEL when working with the principal. The coaching model is flexible based on the HPEL’s
training as long as the principal is viewed and treated as capable. This viewpoint should
result in the HPEL teaching, not telling, since advice-giving can hinder growth. Coaching is
embedded in the on-site guidance, plus an additional session weekly.

In guided leadership, the HPEL should set, with the principal, 3 to 5 short-term and
measurable goals focusing on the selected performance criteria. The goals should target
specific practices for the principal to improve or elevate. Action steps should accompany
each goal, and the principal should be accountable for completion. Goals and actions should
be reviewed and adjusted weekly. As goals are achieved, new goals should be added. 

Our side-by-side Guided Leadership program is designed to ensure the

success of novice or struggling campus principals when a district is

limited in time or personnel. This intensive guidance program provides six

components of interactive support to ensure leadership growth. Using a

gradual release model, a district can select the guidance level at which

they would like support to begin based on their awareness of the

principal’s needs. Our high-performing, experienced leader will assess the

principal’s knowledge, skills, and performance, and guide improvements

based on collaborative goals, feedback, outcomes, and modeling. 

Program Components



Transparent, Consistent Feedback

MODEL

CATEGORIES

LEVEL 4

GUIDANCE

LEVEL 3

GUIDANCE

LEVEL 2

GUIDANCE

LEVEL 1

GUIDANCE

GUIDANCE Two Days a Week Weekly Bi-Weekly Monthly

COACHING Weekly Weekly Bi-Weekly Monthly

GOAL-SETTING Weekly Bi-Weekly Monthly Quarterly

TRACKING Weekly Bi-Weekly Monthly Quarterly

DEVELOPMENT Monthly Bi-Monthly Quarterly Annually

FEEDBACK Weekly Bi-Weekly Monthly Quarterly

Personalized Development
The guided leadership model is a form of personalized development (PD). However, the
principal should be encouraged to engage in added learning experiences focused on their
goals. These experiences may be in multiple modalities, limited to once a month. The HPEL will
aid in the PD selection and observe the principal’s learning application during the on-site
guidance sessions.

In the guided leadership model, coaching and feedback serve different functions. During
feedback, the HPEL will be transparent and honest about a high-yield practice where the
principal needs to grow. Specific improvements will be shared for the principal to work on. The
HPEL will loop back to this targeted area during each on-site visit, giving more feedback until
progress is observed. Then a new high-yield practice is introduced.

Gradual Release Approach

PerformanceTracking
Performance tracking is how the HPEL  measures the principal’s progress and determines
when gradual release occurs.  The HPEL gives the principal a weekly score in each category
using the performance criteria selected. When high performance occurs for 3 consecutive
weeks, mastery is determined, and the category is only measured quarterly. To support
scoring, the HPEL may need to analyze additional data sources.
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