
Principals Competencies with Levels 

  
Analytical Thinking 
 
Level 1 
Sees the facets of a situation 

● Creates a simple list of tasks or items 
● Recognizes the parts involved in a situation, but does not identify priorities or 

relationships among those parts. 
 
Level 2:  
Understands basic cause and effect. 

● Analyzes relationship among a few items. 
● Understands basic causal relations, such as A causes B, which leads to C. 
● Prioritizes a relatively straightforward list of tasks. 

 
Level 3:  
Identifies cause and effect among several items. 

● Analyzes and articulates the relationship among several items. 
● Organizes a complex activity into steps in a logical way (based on time, 

importance or other factors). 
● Understands several possible causes of events or results of events. 
● Anticipates multiple next steps and likely barriers. 

 
Level 4:  
Articulates complexity among multiple variables. 

● Breaks apart a complex problem or process into categories and subcategories to 
arrive at basic steps or parts. 

● Analyzes a difficult problem from several different perspectives, using different 
criteria before arriving at a detailed solution. 
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Focuses on Sustainable Results 
 
Level 1 
Identifies problems. 

● The principal identifies immediate problems, and/or responds to urgent 
situations. 

● He or she may realize what to do or feels responsible for addressing it. 
● The principal may not investigate needs further to understand root cause. 

 
Level 2:  
Addresses school problems. 

● The principal develops a course of action to solve a school problem.  
● The solution typically is quick and short term, addressing concrete issues 

(e.g., school fundraising, student fluency of reading, tracking data on 
scholarship applications, scheduling, grade level progress, coaching 
teachers, etc.). 

● The principal demonstrates a sense of urgency with energy over a short period of 
time.  

● This may involve collecting data from and leveraging the expertise of 
others (e.g., administrative team, teachers, district staff, etc.), and the 
principal’s energy is directed towards student achievement or school 
progress. 

 
Level 3:  
Takes initiative to create change and to deliver results. 

● The principal takes initiatives to create change and to deliver results.  
● Throughout these initiatives, the principal may try things differently, modify 

previous plans, shift faculty and staff into optimal roles and assignments, 
re-allocate resources including people and budget, and make unpopular 
decisions related to all the above issues. 

Note: These decisions should be in line with improved results.  
 
Level 4:  
Sustained pursuit of measurable results. 

● The principal takes a course of action that would be considered non-traditional, 
even historically insurmountable, to achieve desired results.  This course of 
action is well-thought-out, and validated by gathering and considering data from 
diverse sources. 

● The principal perseveres over many months and obstacles or complications that 
threaten accomplishment of the goal. 

● The results coming from the principal’s course of action are measurable and 
tangible.  
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Level 1 
Sees the facets of a situation. 

● Creates simple lists of tasks or items. 
● Recognizes the parts involved in a situation, but does not readily identify priorities 

or relationships among those parts. 
Level 2:  
Understands basic cause and effect. 

● Analyzes relationship among a few items. 
● Understands basic causal relations, such as A causes B, which leads to C. 
● Prioritizes a relatively straightforward list of tasks. 

Engages the Team 
 
Level 1 
Communicates with the group. 

● Shares information with the group. 
● Communicates agendas, time constraints, work tasks, etc. 
● Tells people affected by decisions or events what is happening, ensuring 

that people have the information they need. 
● Passes messages on to the group from the district. 

● Sees bringing people together as an avenue for communication.  
 
Level 2:  
Works with the group. 

● Sees the importance of joint effort, and solicits contributions or input from others. 
● Intends to raise team morale, expresses confidence in team’s ability to make 

change, conducts team building activities, etc.  
● Facilitates the sharing of information and relationship building among the team. 
● Encourages people to work together.  
● Models desired norms of behavior in front of the group. 

 
Level 3:  
Aligns efforts towards clear goals. 

● Organizes collective effort to accomplish clear (and challenging?) results. 
● Harnesses input from individuals to foster buy-in for school improvement or 

dramatic change. 
 
Level 4:  
Empowers the team. 

● Demonstrates a variety of behaviors in leveraging team to accomplish 
challenging results, including: 

Adapted from UVa  
 



Principals Competencies with Levels 

● assesses the situation and identifies critical members to bring together as 
a team; 

● involves the team to define school direction and co-construct school 
vision; 

● identifies particular strengths of participating members or the team as a 
whole and utilizes their strengths to overcome obstacles and/or 
accomplish goals; 

● engages people to take part in the change initiative, or to carry out a 
well-defined vision collectively. 
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Impact and Influence 
 
Level 1 
Communicates own position. 

● The principal articulates a position, voices own opinion, or clearly states views.  
● The principal builds rapport with others towards influencing.  

 
Level 2:  
Acts to change perceptions and thinking. 

● The principal thinks ahead about the likely reaction of an audience and takes a 
thoughtful action to obtain a specific reaction from others (threats do not count). 

● The principal presents data, makes arguments, or points out alternative ideas, to 
change others’ opinions or perceptions.  

 
Level 3:  
Adapts approach to affect actions of others. 

● Based on an understanding of the likely reaction of the audience, the principal 
takes at least two steps, or a dramatic and persuasive action, to obtain desired 
impact. 

● The principal adapts own communications and actions to resonate with the 
audience or to move them in a particular direction. Examples could include 
clearly stating a compelling rationale customized to the needs of the audience, 
negotiating towards finding common ground among stakeholders with disparate 
opinions or concerns, or providing a concrete path towards a desired state. 

 
Level 4:  
Leverages multiple stakeholders to change ingrained behaviors. 

● Based on interpersonal understanding of varied stakeholders’ views, engages in 
a complex set of maneuvers with many people to communicate a compelling 
rationale or to obtain a desired impact. 

● Examples include: identification and leverage of key change agents, sharing 
of power or building of coalitions, working through chains of people for a 
“domino” influence effect, or involving others to craft their own contributions 
towards behavior change.  
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Holding People Accountable for School Performance 
 
Level 1 
Demonstrates school performance mindset. 

● Demonstrates a school performance mindset, is mindful of the school’s 
developmental direction and performance standards. 

● Sees the connections between individual activities and the school’s performance 
needs.  

● Conveys the school’s performance needs to people, communicates to others 
what needs to be done or what is in line with the school’s performance agenda. 

 
Level 2:  
Aligns individual expectations to school performance standards. 

● Repeats expectation of high performance, reminds people of the school’s 
direction towards high performance. 

● Insists in a demanding way for compliance to standards, deliberately compares 
individual performance to school standards. 

● Makes it clear what is not acceptable, confronts noncompliance, is able to have 
difficult conversations with individuals and say “no” to those who deviate from the 
school’s performance direction. 

 
Level 3:  
Monitors performance and helps people to improve. 

● Publicly monitors and posts or communicates performance against standards. 
● Confronts people with performance problems and demands a change of course 

where the individual is falling behind. 
● Recognizes that all members of the school benefit from continuous learning and 

customizes suggestions for growth and improvement for low performers, average 
performers, and/or high performers.  

 
Level 4:  
Strengthens school capability for performance. 

● Looks at the school as an integral organization, and takes a systematic approach 
to enhance school performance, including: 

● Out of concern for school morale and faculty sense of efficacy, rids 
organization of low performers (following all legal procedures and 
appropriate efforts to improve performance). 

● Builds a culture of high performance by aligning individual growth to school 
developmental plan, or developing the school leadership team by coaching and 
mentoring them to gain skills for the school mission. 

● Tends to the unique needs for performance at the school, takes a contextual 
approach to match responsibility of individual teachers to the school’s 
performance-driven initiatives. 
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Commitment to Student Learning 
 
Level 1 
Sees self as the champion.  

● Identifies self as a champion for students’ education, linking the responsibilities of 
being a principal to student outcomes. 

● The principal is aware of own strengths and weaknesses in serving in the role of 
school principal, and believes in his/her own capability in serving in this role.  

● The principal expresses a “can-do” attitude regarding leading a school or making 
changes or improvements in students’ learning. 

 
Level 2:  
Takes ownership for students’ learning. 

● Believes in students’ ability to learn, and conveys to students confidence in their 
ability even when students themselves are combative or don’t believe in 
themselves. 

● Believes in own capability to help students learn, and embraces opportunities or 
challenges to exercise own influence on school education or to advocate for 
opportunities for students.  

● Assumes responsibility in students’ learning, publicly expresses personal 
accountability for all aspects of school leadership around instruction (e.g., leading 
teachers, working with students, working with key community stakeholders, 
liaising with central office – the buck stops here). 

 
Level 3:  
Stands behind potentially transformative decisions and policies benefiting students. 

● The principal explicitly supports difficult decisions and policies that are for the 
expressed benefit of students. These decisions and policies improve the school’s 
practice of instruction, and advance learning for each and every student, 
regardless of ethnicity or background. 

● The principal determines course of action based on thoughtful analysis of the 
learning needs of students, or takes a stand in the debate on decisions/policies, 
putting the students’ learning at the center of all decisions. 

● The principal leverages existing policies to make potentially transformative 
reforms at the school.  

 
Level 4:  
Stands up for students in the face of powerful opposition. 

● The principal stands up for the expressed benefit of students even if beliefs and 
decisions are not supported by others in power. 

● The principal relentlessly pursues the implementation of what is right for 
students, even in the face of opposition from those in power. 
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Conceptual Thinking 
 
Level 1 
Compares situations or ideas. 

● Notes similarities, differences, gaps, or trends in technical data. 
● Compares a current situation to a specific past experience. 

 
Level 2:  
Brings insight to help prioritize. 

● Using a known method of categorizing complex data, identifies what is most 
important or how things are related. 

● Applies past knowledge of similarities, differences, gaps, and trends to 
categorize new data or situations. 

● Identifies the most important issue in a complicated situation. 
 

Level 3:  
Reframes situations for clarity. 

● Crystallizes the meaning and importance of a lot of complex data in a few, simple 
findings, to create focus, vision or priority for others. 

● Identifies and articulates the underlying issue that has been “hidden” up to this 
point.  

 
Level 4:  
Generates new ideas and approaches. 

● Creates solutions not previously learned or identified by others that address 
issues or problems. 

● Generates and develops a new idea that leads to a new approach.  (Note: insight 
is not enough.) 

 
Level 3:  
Identifies cause and effect among several items. 
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● Analyzes and articulates the relationship among 
several items. 

● Organizes a complex activity into steps in a logical way 
(based on time, importance or other factors). 

● Understands several possible causes of events or 
results of events. 

● Anticipates multiple next steps and likely barriers. 
Level 1 

Sees the facets of a situation. 
● Creates simple lists of tasks or items. 
● Recognizes the parts involved in a situation, but does 

not readily identify priorities or relationships among 
those parts. 

● evel 1 

● Sees the facets of a situatio 

Level 4:  
Articulates complexity among multiple variables. 
● Breaks apart a complex problem or process into 

categories and subcategories to arrive at basic steps or 
parts. 

● Analyzes a difficult problem from several different 
perspectives, using different criteria before arriving at a 
detailed solution. 

Level 1 

Sees the facets of a situation. 
● Creates simple lists of tasks or items. 
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● Recognizes the parts involved in a situation, but does 
not readily identify priorities or relationships among 
those parts.Level 4:  

Articulates complexity among multiple variables. 
● Breaks apart a complex problem or process into 

categories and subcategories to arrive at basic steps or 
parts. 

● Analyzes a difficult problem from several different 
perspectives, using different criteria before arriving at a 
detailed solution. 

Level 1 

Sees the facets of a situation. 
● Creates simple lists of tasks or items. 
● Recognizes the parts involved in a situation, but does 

not readily identify priorities or relationships among 
those parts. 

Level 2:  
Understands basic cause and effect. 
● Analyzes relationship among a few items. 
● Understands basic causal relations, such as A causes 

B, which leads to C. 
● Prioritizes a relatively straightforward list of  

Level 3:  
Identifies cause and effect among several items. 
● Analyzes and articulates the relationship among 

several items. 
● Organizes a complex activity into steps in a logical way 

(based on time, importance or other factors). 
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● Understands several possible causes of events or 
results of events. 

● Anticipates multiple next steps and likely barri 
Level 4:  
Articulates complexity among multiple variables. 
● Breaks apart a complex problem or process into 

categories and subcategories to arrive at basic steps or 
parts. 

● Analyzes a difficult problem from several different 
perspectives, using different criteria before arriving at a 
detailed solu 
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