
The 80/20 Rule: 
Al locating Time
To High-Risk
Evaluations
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Essential Question

How can we spend our limited time 
wisely on high-risk evaluations, 

and how can we free up more time by 
completing low-risk evaluations 

more efficiently?



High-Risk Evaluations



What Does “High-Risk” Mean?

• High risk of negative final evaluation

• High risk of resigning at the end of the year

• High risk of developing performance problems

• High risk of serious incidents

• Not necessarily any specific reason for concern

• No immediate need to inform the teacher



Risk Factors for Veteran Staff

• Divorce or death of a loved one
• Personal health issues—physical or mental

• Acute changes in family obligations, e.g. caring 
for ailing parents or relatives’ children

• Substance abuse



Risk Factors for New Staff

• Lack of certification/professional training

• First year in the profession
• First year at this grade level

• First time working with this population

• Lack of structure & accountability for curriculum

• Singleton teachers



Risk & Information

Risk stems not only from negative 
information about performance, but 

a lack of information 
about performance.



Risk at the End of the Year

• We now have most of the information we’ll 
ultimately collect

• It’s time to start making final decisions
• Justifying those decisions is harder for high-risk 

evaluations



A Limited Amount of Time

Say you have 100 hours to write final evaluations: 

• 30 teachers in all

• 24 (80%) are low-risk

• 6 (20%) are high-risk



Two Ways To Allocate Time

A. Equal allocation: 
 100 hours / 30 teachers = 3h20m each

B. Differentiated allocation:
 80 hours / 6 high-risk teachers = 13h20min each
 20 hours / 24 low-risk teachers = 50m each





Fair Isn’t Always Equal

• Some evaluations legitimately take longer
than others

• Teachers are all entitled to fair evaluations
• They are not entitled to a precisely equal 

amount of our time and effort



Evaluation’s Key Outcomes

Each teacher must receive:
1. Accurate rating of performance, 

according to criteria
2. Initiation of appropriate next steps



Same Process, Different Effort

Each teacher should have the same:

• Observation process

• Face-to-face meetings

• Documentation

…differentiated only as allowed by contract



Behind-The-Scenes Effort

• Reviewing walkthrough & formal observation notes

• Conducting purposeful observations to collect evidence for 
specific evaluation criteria

• Preparing for post-conferences

• Writing observation reports

• Writing final evaluations

• Consulting with HR/supervisor



The Bucket Strategy



Evaluation Organizer: Buckets

PrincipalCenter.com/eval-xls



Customize Your Buckets





PrincipalCenter.com/builder



Learn More


