
TEAM Administrator 
Evaluator Training

2018-19



 Name
 Name (card stock name tent)

Welcome to TEAM Training!

We encourage you to share this experience on Twitter with  
#eval4learning and #TEAM4TN @TNedu
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 Keep your focus on students and educators
 Be present and engaged.

– Limit distractions and sidebar conversations.
– If urgent matters come up, please step outside.

 Assume positive intentions when communicating with others
 Challenge with respect
 Be solutions-oriented.

– For the good of the group, look for the possible.
 Risk productive struggle.

– This is a safe space to get out of your comfort zone.

Norms 



 Describe the Tennessee Educator Acceleration Model 
(TEAM) and its overarching purpose in Tennessee

 Demonstrate an understanding of evaluation policy
 Make connections within and between rubric domains
 Describe the expectations of leader practice as articulated 

in the TILS
 Identify evidence sources needed to accurately score 

indicators
 Examine high-quality, actionable feedback to school 

leaders

Today’s Learning Objectives
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Tennessee Succeeds



Districts and schools in Tennessee 
will exemplify excellence and equity 
such that all students are equipped 
with the knowledge and skills to 
successfully embark upon their 
chosen path in life.

Tennessee Succeeds: Our Vision



Tennessee Succeeds: Our Priorities



 Amplify learning outcomes

Leadership Matters

 Attract great teachers 
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An effective principal accounts for 25 percent of a school’s 
impact on student gains.

Impact of School Leaders

How Leadership Influences Student Learning, (Leithwood, Louis, Anderson, & Wahlstrom, 2004).
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To provide high-quality feedback that deepens skills and 
improves leader performance, leading to increased student 
learning.

Why Do We Evaluate Administrators?

Accurate 
evidence 

collection and 
scoring

High-quality 
feedback

Improved 
leader 

performance

Increased 
student 
learning
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“The administrator evaluation encourages intensive, 
instructionally focused dialogue between myself and my 
administrators. It allows me to direct them to be more 
reflective in their practices. Reflection and the intensity of 
the practices in the rubric, will result in improved student 
achievement.” 

Shawn Kimble, Superintendent of 
Lauderdale County Schools

A Director of School’s Perspective
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TEAM Theory of 
Action



 If TEAM is implemented rigorously, transparently, 
credibly, and equitably and is utilized as a model for 
continuous improvement then educators will believe 
in and utilize TEAM to improve educational outcomes 
for all. 

TEAM: Theory of Action
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 Rigor: quality that leads to success is in meeting 
consistently high standards
– Tennessee Instructional Leadership Standards (TILS): 

research-based/proven standards of instructional leadership
• Standard A: instructional leadership for continuous 

improvement
• Standard B: culture for teaching and learning
• Standard C: professional learning & growth
• Standard D: resources management

o described at five differentiated levels of performance

– Includes evidence of student performance 

TEAM: Rigor
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 Through TEAM, leaders are held accountable for school 
improvement through multiple measures:
– School improvement based on the current year’s school-

wide TVAAS reporting 
– School improvement based on school-wide student 

achievement between two or more points in time based on 
a full year’s instructional support

– School improvement based on daily leadership practices 
observed through the TEAM administrator rubric

TEAM: Rigor

15



 Transparency: expectations are clear and include 
descriptions, criteria, and model exemplars.
– TEAM fosters transparency to ensure that teacher and 

student performance continually improves through the work 
of excellent leaders through

• the descriptors on the rubrics
• ongoing, deliberate, meaningful, and timely feedback 

provided by evaluators
o Feedback is communicated through quantitative and qualitative 

data 

TEAM: Transparency
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Quantitative Feedback: Indicator Average
2016-17                              2017-18
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Quantitative Feedback: Misalignment
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Qualitative Feedback:  Reinforcement



 Fostering a safe, respectful, and orderly learning 
ENVIRONMENT for all.  Almost 1/5 of TN leaders were 
identified as having a strength in this area.

 Collaborating with educators to analyze and use 
multiple forms of DATA throughout the year to establish 
specific goals and strategies targeting student 
achievement and growth.

 RECOGNIZING and CELEBRATING improved educator 
and student performance related to school vision and 
goals.

Qualitative Reinforcements Currently 
Identified
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Qualitative Feedback: Reinforcement
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Qualitative Feedback: Refinement



 Collaborating with educators to analyze and use 
multiple forms of DATA throughout the year to establish 
specific goals and strategies targeting student 
achievement and growth.

 Engaging faculty and self in data-informed, 
differentiated professional learning opportunities for 
educators, aligned with the Tennessee Standards for 
Professional Learning

 Building capacity of educators to provide all students 
a rigorous curriculum, aligned with Tennessee state 
standards

Qualitative Refinements Currently 
Identified
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Qualitative Feedback: Refinement



Rigor and Transparency: Meaningful 
Feedback
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What does it mean to conduct 
rigorous and transparent 
evaluations of school 
leadership?

Why is it critical that those 
who evaluate school leaders 
do so rigorously and 
transparently?



 Leaders value evaluation when it is transparent and 
fosters improvement (rigorous).  Leaders value their 
evaluators when they implement evaluation transparently 
and rigorously.  

 A knowledgeable (credible) evaluator is critical to this 
process.  Evaluators must be highly trained to ensure that 
the process is both rigorous and transparent. 
– Training, both initially and periodically, is critical. 

TEAM: Credible
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The Administrator 
Evaluation Process



 Qualitative includes:
– Evidence collection 

based on administrator 
evaluation rubric

 Quantitative includes:
– Growth measure

• School-wide or 
system-wide TVAAS

– Achievement measure
• Goal set by 

administrator and 
evaluator

Components of Evaluation: 
Administrators

Qualitative 
50%

Achievement 
Measure

15%

Growth
Measure

35%
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– Evidence collection 

based on administrator 
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 Evaluators should intentionally seek specific evidence to 
accurately score indicators and provide quality feedback.

 Given the wide range of responsibilities administrators 
have, it is vital to collect evidence over time rather than 
in a single school visit.

 Evidence collection should include:
– Multiple school visits 
– Multiple sources of evidence that include observation of practices 

and analysis of outcomes
– Multiple observers whenever possible
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Components of Administrator 
Evaluation: Observation of TILS



Cycle 1
 August–December
 First round of evidence collection focused on standards A, 

B and C
– First semester feedback conversation and scoring

 Scores for standards A, B, and C submitted into 
TNCompass following feedback conversation
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Components of Administrator 
Evaluation:  Observation of TILS



Cycle 2
 January–May
 Second round of evidence collection focused on 

Standards A, B, C, and D
 Second semester feedback conversation and scoring
 Scores for standards A, B, C and D submitted into 

TNCompass following second feedback conversation
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Components of Administrator 
Evaluation:  Observation of TILS



 Scoring is designed to allow administrators to show 
growth over the course of a school year.

 Scoring in the first cycle only considers standards A, B, 
and C of the rubric. First cycle scores make up one-third
of an administrator’s qualitative score.

 Scoring in the second cycle considers all four standards. 
Second cycle scores make up two-thirds of an 
administrator’s qualitative score.
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Components of Administrator 
Evaluation:  Scoring Methodology



 Scoring standard D (Resource Management) indicators 
is optional for Assistant Principals based on the 
structure of responsibilities.

 Scoring of standards A, B, and C is mandatory for all 
administrators.

Optional Versus Required Indicators
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 The use of survey data to inform scoring is required. 
– Stakeholder surveys, especially that of teachers, are a valuable 

source of feedback for administrators. The Teacher Perception 
Survey is one available option, but it is not required. More 
information is available on the TEAM website.

 The use of administrator self-reflection is optional. 
– When used prior to feedback conversations, self-reflections are a 

great way to jump start reflective feedback conversations.
 The development of administrator action plans is 

optional.
– Documenting specific, actionable feedback and agreeing to follow 

up at a specific times can help administrators improve throughout 
the year.

Local Decisions
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http://team-tn.org/evaluation/administrator-evaluation/


Activity Deadline

Growth and Achievement 
Selections October 15

Cycle 1 evidence collection 
complete with scores submitted January 15

Cycle 2 evidence collection 
complete with scores submitted June 24

Bridge conference complete Prior to first day of 
school in 2018-19

Key Evaluation Deadlines
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 The bridge conference consists of two parts:
– A summative conference evaluating qualitative evaluation data 

and student outcome data
– A formative conference setting individual growth plans and 

school goals for the administrator

 Bridge conferences may be combined with other summer 
meetings such as school improvement planning or goal 
setting meetings, but should occur after student outcome 
data is available.
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Administrator Evaluation Process:  
Feedback



 Please enjoy a 10 minute break

Break
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Understanding the 
Standards (TILS)



 Standard A: Instructional 
Leadership for Continuous 
Improvement
– An ethical and effective 

instructional leader facilitates 
professional practice that 
continually improves student 
learning.

TILS

 Standard B: Culture for Teaching 
and Learning
– An ethical and effective 

instructional leader collaborates 
with stakeholders to create and 
sustain an inclusive, respectful and 
safe environment conducive to 
learning and growth for all.
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 Standard C: Professional 
Learning and Growth

– An ethical and effective 
instructional leader develops 
capacity of all educators by 
designing, facilitating, and 
participating in collaborative 
learning informed by multiple 
sources of data.

 Standard D: Resource 
Management
– An ethical and effective 

instructional leader facilitates the 
development of a highly effective 
learning community through 
processes that enlist diverse 
stakeholders and resources.



 Standard A: Instructional 
Leadership for Continuous 
Improvement

– Capacity Building
– Data Analysis & Use
– Interventions
– Progress Monitoring

TILS
 Standard B: Culture for 

Teaching and Learning
– Leveraging Educator Strengths
– Environment
– Family Involvement
– Ownership
– Recognition & Celebration
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 Standard C: Professional 
Learning and Growth

– Evaluation
– Differentiated Professional 

Learning
– Induction, Support, Retention, & 

Growth
– Teacher Leaders
– Self-Practice

 Standard D: Resource 
Management

– Community Resources
– Diversity
– Employee & Fiscal Management



 At your table, review the TILS draft policy document, as 
well as the introduction and glossary of terms (p. 14) 
included with TEAM Administrator Evaluation Rubric 
document.
– What key concepts or ideas do you think are important and 

worth holding on to from the text?
– Draft a 30 second “in a nutshell” in which you differentiate 

between the TILS.
• Instructional Leadership for Continuous Improvement
• Culture for Teaching and Learning
• Professional Learning and Growth
• Resource Management

TILS
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Understanding the 
TEAM Administrator 

Rubric



 Aligned to Tennessee Instructional Leadership 
Standards (TILS)

 Outlines skills, knowledge, and responsibilities that 
successful leaders should master

 Provides 5 performance levels that allow for growth in 
practice over time

 Intended to help engage educators in reflective dialogue 
among and between peers and evaluators to improve 
practice

TEAM Administrator Rubric
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Standard A:  
Instructional Leadership 

for Continuous 
Improvement-Capacity 

Building





Capacity Building:  “Look Fors”

Through multiple sources of data, 
it is evident that…
 Teachers are improving in their 

implementation of state 
standards and the instructional 
practices that lead to student 
success in meeting those 
standards

 Teachers are improving in the 
alignment of tasks they use to 
generate student work, as well 
as their ability to effectively 
analyze and use student work

 Teachers are improving in their 
collaboration around rigor in 
their classrooms
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 What are the sources of data (quantitative and qualitative) that 
would indicate that teachers are…
– improving in their implementation of state standards?
– improving in their instructional practices? 
– improving in the alignment of classroom tasks with standards?
– generating student work?
– analyzing student work?
– using their analysis of student work to improve? 
– collaborating with colleagues ensure classroom rigor?

 Those are the sources of evidence you should consider when 
rating this indicator.

 Those are the sources of evidence you should share with 
school leaders when providing feedback and support.
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Capacity Building: Where should I 
“look for” evidence?



School Summary Report
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Standards Analysis Reports
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TNCompass
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Tennessee Educator Survey
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Tennessee Educator Survey
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 At your table, discuss the following:
– what you have learned about the expectations for this 

indicator
– what you have learned about evidence collection for 

this indicator
– what you have learned about how to build your 

knowledge of other indicators on the rubric

A1: Capacity Building Debrief 
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 Please enjoy a 1 hour lunch.

Lunch
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Standard C: Professional 
Learning & Growth-

Evaluation



 Step 1: Read the 
standard and 
description of the 
indicator.  

 Step 2: Read and 
consider the meaning 
of the indicator in its 
entirety at 
performance level 3.

 Step 3: Differentiate 
between the 
performance levels 
by identifying unique 
elements in each.

Examination Process
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 How is the overall 
structure of this 
indicator different from 
the Capacity Building 
structure?

 How is the structure of 
performance level 5 
for this indicator 
different from 
performance level 5 in 
Capacity Building?

Examination Process: Reflection
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 What are the sources of data (quantitative and qualitative) that 
would indicate that leaders are…
– encouraging teachers to use evaluation for professional learning?
– meeting evaluation timelines for feedback?
– providing follow-up support?
– finalizing all required observations?
– conducting summative conferences?
– gathering balanced evidence of teaching and learning in observations?
– scoring accurately?
– using the rubric to structure feedback?
– offering specific, actionable feedback recommendations connected to 

improve student achievement?
– facilitating the implementation of recommended improvement 

strategies?
– using evaluation data to determine trends and assess educators 

strengths and growth opportunities?
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C1 Evaluation: Where should I “look 
for” evidence?
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TN Educator Survey
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TN Educator Survey



TN Educator Survey
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TN Educator Survey
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TN Educator Survey
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 Growth and Achievement Selection
 Evaluation Scores by Educator
 Observation Data Export

TN Compass
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C1 Evaluation- “Look Fors”
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 At your table, discuss the following:
– what you have learned about the expectations for this 

indicator
– what you have learned about evidence collection for 

this indicator
– what you have learned about how to build your 

knowledge of other indicators on the rubric

C1:  Evaluation Debrief
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 At your table, repeat the process and chart your findings 
for the following indicators:
– Ownership 
– Evaluation

 Differentiate between performance levels 5, 3, 1.
 Identify the “look fors” for the indicator.
 Identify the potential sources of evidence.

Understanding the Rubric
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Feedback



 Evidence-based, high-quality feedback leads to improved 
leadership practices that, in turn, lead to increased 
student learning.

 At minimum, include a feedback conversation during each 
evidence collection cycle.

 Evaluators may elect to hold more than two feedback 
conversations during the school year.

 Follow-up after feedback conversations on recommended 
changes in practice.

Feedback: The Key to Improving 
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 Choose a performance area that will give you the “biggest 
bang for your buck” (i.e., areas that have the most impact 
on student achievement).

 Make sure that identified areas of refinement and 
reinforcement do not overlap. 
– E.g., do not cite Capacity Building as a refinement and

reinforcement area. 

 Choose areas for which you have specific and sufficient 
evidence.

Selecting Areas of Reinforcement and 
Refinement
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 Identify specific examples from your evidence notes for 
the area of reinforcement. Examples should contain exact 
quotes and vivid descriptions that evaluators observed 
and/or data that highlights key outcomes. 

 For example, if the area of reinforcement is Interventions, 
you might highlight the following:
– “In your faculty meeting on September 23, you set clear 

expectations for general education and special education teachers 
to collaborate.”

– “Your progress monitoring data indicates the literacy gap between 
special education and general education students has already 
shrunk 8 percent.”

Identify Examples: Reinforcement
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 Identify specific examples from your evidence notes for 
the area of refinement. Examples should contain exact 
quotes and vivid descriptions that evaluators observed 
and/or data that highlights key outcomes.

 If your area of refinement is Leveraging Educator 
Strengths, you might highlight the following example: 
– “You stated earlier that you ask for volunteers to serve as 

grade level chairs. How might setting up specific criteria to 
select the grade level chairs rather than asking for 
volunteers for these positions affect the quality of your 
leadership team?”

Identify Examples: Refinement
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 Introduction
– Include purpose of meeting, note timing in the school year, and ask a general question 

such as “How do you feel the school year is progressing so far?”

 Reinforcement (area of relative strength)
– Ask a self-analysis question 
– Provide evidence from notes
– To help establish the reinforcement area, you may ask: “Which area of strength, if 

leveraged, will have the greatest impact on student learning, teacher practice, and/or 
school improvement?”

 Refinement (area of relative improvement)
– Ask a self-analysis question 
– Provide evidence from notes
– Give a recommendation for future practice or district support
– To help establish the refinement area, you may ask: “Which area of refinement, if 

leveraged, will have the greatest impact on student learning, teacher practice, and/or 
school improvement?”

Feedback Conversations
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Feedback Conversation

76



Feedback Conversation
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Feedback Conversation
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Feedback Conversation
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 Prepare a list of open-ended, reflective questions in advance of 
the post-conference. 

 Begin the feedback conversation by communicating the 
purpose and goals of the conference.

 Emphasize administrator growth and improvement, not the 
need “to bring up school scores this year.”

 Use formative and summative data to discuss patterns in 
leadership practices related to teacher effectiveness and 
student growth.

 Propose specific strategies, based on identified areas for 
growth, with clear “look fors” and timelines for regular check-
ins.

 Delivering effective and ongoing feedback takes practice. 

Administrator Feedback Conversations
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What did you hear?

 Open-ended questions to prompt reflection and dialogue?

 Questions that aligned to language in the rubric?

 Questions that probed for specific evidence of 
performance outcomes?

Developing Coaching Questions 
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 What characteristics did you notice?

 What role did the evaluator play?

 How did the administrator respond?

Characteristics of a Highly Effective 
Feedback Conversation
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Grievances



 Statute and policy require districts to implement local-
level grievance procedures to provide a means for 
evaluated leaders to challenge accuracy of the data
used in evaluations and adherence to evaluation 
policies.

 Observation ratings cannot be challenged.

Grievances
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 Situations in which an educator can file a grievance:
– Fidelity of the TEAM process
– Accuracy of the TVAAS or achievement data

 Grievances must be filed no later than 15 days from date
educator receives the results for each component, otherwise
grievance considered untimely and invalid.

 Access Guidance for Grievance document.

Greivances
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The Certification Test
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 Once you pass the certification test, you will:
 Be notified via email that you have passed certification
 Receive an evaluation credential in TNCompass.
 Be given access to the evaluation process in TNCompass

The Certification Test
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 Within the next 7–10 working days, you should receive
an email with login information for certification test.  

 Be sure your attendance information is complete and 
correct, especially your official work e-mail address.

 Testing window ends Feb. 15.
– In the absence of correct information, you will not receive the

testing information, and will not be able to take the certification
test. If this occurs, you will not be certified to conduct 
observations in 2018-19.

– There are NO exceptions!
 Contact TDOE.LMS@tn.gov with any problems or

questions related to the testing platform.

The Certification Test
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Once you pass the certification test, you will:
Ø Be notified via email that you have passed certification
Ø Receive an evaluation credential in TNCompass.
Ø Be given access to the evaluation process in 

TNCompass.

The Certification Test
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 This training is a TASL-approved event for 7 hours.
 To receive TASL credit, upload the certification email that 

you receive on Feb. 17 into TNCompass.
 The event name is TEAM Administrator Evaluator 

Training-January 2019.

TASL
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 For more information on TEAM, visit the TEAM website at 
http://team-tn.org

 Be sure to sign up for the weekly TEAM Update when visiting 
the TEAM website!!

 With policy questions related to TEAM, contact 
TEAM.Questions@tn.gov.

 With technical questions related to TNCompass, contact 
support@TNCompass.org. 

 With technical questions related to certification, contact 
TDOE.LMS@tn.gov.

Resources
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Districts and schools in Tennessee will 
exemplify excellence and equity such that all 

students are equipped with the knowledge 
and skills to successfully embark on their 

chosen path in life.

Excellence | Optimism | Judgment | Courage | Teamwork
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