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1.  Build capacity in others 

2.  Maximize productivity 

3.  Prioritize work that requires 

your attention

4.  Eliminate tasks

Reimagine Your Workload
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BUILD CAPACITY

Leadership development



Trust
Trust campus administrators and 
others designated as campus 
coordinators.

Avoid using threats or fear-based 
motivation at any level. 

“Trust is a product of vulnerability that grows over time and 
requires work, attention, and full engagement.”

Brené Brown



Be Honest & Transparent
Some assumptions you might make about 
each campus coordinator:

❅ is an instructional leader,
❅ is knowledgeable of policies and 

practices related to general education 
students and also students receiving 
special services,

❅ has prior experience as a test 
administrator for standardized tests,

❅ reads district communication, and
❅ independently reads and follows written 

directions from a variety of reliable 
sources.



Centralized Information

Avoid being the “keeper” of 
information.  Provide easy access 
to all information and resources.

Share links and cite page 
numbers when responding to 
questions to encourage campus 
coordinators and administrators 
to use the available resources.



Opportunities to Collaborate

Create time for your campus 
coordinators to work together in 
the same space.

They will learn from one another, 
and find additional resources they 
know have reliable solutions to 
problems.
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MAXIMIZE PRODUCTIVITY

District coordinator and campus coordinators



Empower Campus Leaders
Invest time in providing thorough training and 

high-quality resources

❆ Step-by-step guides

❆ Checklists, Job aids, Planning Guides

❆ Key Dates & Calendars

❆ Troubleshooting Tips

TSNAP Members can 
borrow from TSNAP Shares.



Leverage Resources
❄ Virtual check-in for online administrations
❄ Streamline communication

○ Website, LMS
❄ Testhound users can monitor status of 

test preparation and provide support if 
needed

❄ Go paperless!  
○ Online form for oaths.
○ Campus coordinators scan/save 

required documentation for 
retention.

○ Avoid papers, binders and files that 
consume time and space.
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PRIORITIZE… AND 

ELIMINATE
What requires your attention, and what doesn’t?



Prioritize Learning
We do:
❆ Maintain a regular routine as 

closely as possible

We do not:
❆ close campuses
❆ encourage blank walls and 

hallways
❆ stop recess, specials, or other 

typical school-day activities
❆ pep-rally



Avoid Micromanaging 
(when possible)

❅ Accessibility Features
❅ Supplemental Aids
❅ Technology Guidelines

❅ Avoid hand-holding - provide 
support and resources, step 
away to allow independent 
work, follow-up



INDIVIDUALIZED
Decide what works for you and your 
district… but be willing to let some 

things go!



What can you let go?
Remember:

1.  Build capacity in others 
2.  Maximize productivity 
3.  Prioritize work that requires your attention
4.  Eliminate tasks
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