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The Head of School, Board of Trustees and Chairperson of the Board should all be evaluated every year.
(Note:  This material could constitute a workshop for at least 1.5 days!) 
It is important to establish a “culture of evaluation” in the school. 

The need to implement good evaluation systems and practices in the school is often initiated by the Head of School.
Note: Many evaluations are inhumane.  Schools need to establish fair evaluation practices.
Schools are evaluating all the time: Funders evaluate before deciding to give major gifts, the accreditation process is evaluative, students and teachers are frequently and regularly evaluated; therefore, it should be natural that the 2 prongs of leadership be evaluated

The Board needs to conduct assessments for the school’s long-term health, and evaluate the strategic plan and annual plan.
Look at it as organizational learning – part of effective decision-making – not a report card!

Create an environment as risk free as possible – it will go well if relationships are strong and trust is high.

It is worth the investment of time and effort.  The evaluations should focus on agreed upon priorities!  

 The Board Chair plays a special role in 2 of the three evaluations (Head and the Board as a whole)  and is the subject of the 3rd.

Evaluation of the Board Chair is a new standard – no protocols currently available.  It is a recommended practice for effective governance.
Annual evaluation of the Head of School is recommended or a bi-annual for long-term Heads.  It must be fair and written.  Goal should be to be supportive of the Head and aimed to advance the Head’s successful performance.  The tone should be one of constructive criticism

The Head’s evaluation must be based on criteria that have been mutually determined a year in advance.  Should never be a surprise!

Regarding the implementation of the strategic plan, the Head’s responsibility should be delineated with clear expectations. 

Some Heads want and request personal feedback about an area of growth that they have targeted, e.g., communication skills; some heads choose an area for specific feedback and enlist the Board’s help to move forward.  This is a good practice.

Head of School Evaluation process: 
Seeking input from “the whole world” is a common practice but ill-advised.  The evaluation should be done by the people who know and understand the work of the Head, i.e. the Board of Trustees

Surveys to parents are ill-advised.  They respond based on their particular needs and experiences and those of their children.

Some generic questionnaires about the whole life of the school would be appropriate for a school-wide survey to parents and in that context would include some items pertaining to the Head of School. 

Small subset of the Board (Executive Committee) would work with the Head around priorities.  They would report orally to the whole Board.  2 or 3 people facilitate the process and meet with the Head.

Use the evaluation instrument to indicate the proprieties that need to be addressed and as an occasion to celebrate successes. Share orally with the Board and Executive Committee in a session without the Head.  Later give feedback to the Head of School in a small meeting. 
Note:  Since the Head is hired by the Board as a whole, the Board is responsible for evaluating the Head.  
NAIS has developed an evaluation instrument but schools need to tailor it to their individual needs. 
A self-evaluation is appropriate. It provides a good measure to check whether there is a disconnect between goals and objectives of the Head and the Board.

If a self-evaluation has been done, it is wise to share it before the Board fills out their evaluation

Final summary can be distributed in writing at a board meeting but should be collected after the meeting. Details are shared with the Head of School one-on-one. It can be dangerous and misused when it is more widely distributed.

.File the report in the Head’s personnel file.  If there isn’t one, establish it!
Question re: integrating comments from parents and faculty: 
Answer: If there are parents on the Board, they will give feedback. It is very seldom that an issue or concern would surface for the first time during evaluation process.  Adjust the process and the instrument to your school’s culture.

Evaluation of the Board and its members

Do it once a year or every other year.  Develop and make a commitment to a self-evaluation process for all the members of the board. 
The Board exercises legal leadership.  It needs to assess how it is acting as a collective and the individual trustees’ performance also needs to be evaluated re: for purposes of the nominating process, Board relationships, and Board structure.

The evaluations can help to formulate trends and address pertinent issues. Keep it brief, e.g.  4-5 key questions.  Can be conducted in writing or by phone

Convene a special board meeting or retreat to discuss what was learned from the evaluation process.  Discuss what the Board sees as the benefits of the process. It can be anonymous but it is better when people sign it – more accountability. 
Veteran and respected trustees should steer the process.

Find out about the evaluation program of NAIS in conjunction with BoardSource.  (Go to the website of www.nais.org.) The instrument is available online. Statistical analysis and workshop leader are available for a fee.
Base the Board evaluation on the action plan of the Board.  Have individual trustees measure themselves against some things that the board set out to do.

Every school should have a “Job description” for Board members. Base the evaluation on it.  Keep the questionnaire relatively short. Draft the questionnaire and set deadlines for its completion or do it at a board meeting. 
A committee can tabulate the results in-house.

Destroy individual responses. List comments without attributions to individuals (tell them in advance that their comments will not be attributed.)

The evaluation can be a catalyst for a strategic plan.  It will lead to a “meaty discussion.”  Pick the right people to steer the process! There will be initial discomfort until it becomes a routine end-of-the year procedure. 
Committee on Trustees (Nominating committee) should use the results to plan for success. It is appropriate not to re-nominate someone when there has been lack of effective performance. Engage in “counseling” those members off the Board. Establish performance standards re: “team players.”

Establish a comfort zone for conducting the evaluation. 
Instruments have 2 segments: a) Board as a whole, b) Individual performance of Trustees

Conduct the evaluation toward the end of a Board year before setting the next year’s annual goals.  May or June would be the appropriate time.  Discuss it at or before the first Board meeting of the year.  Evaluations follow rhythm of the school year.

Use the evaluation to debrief with first year trustees. Ask them what they wish they had known before joining the board. Helps them shape their expectations and the expectations of them. It is hard for new Board members to grasp what is really going on!  They need (peer) mentors.

Evaluation of Board President/Chair

Process is similar to Board evaluation. It should be based on strategic plans, e.g., fundraising goal.
What is the chair’s role in leading the Board? The evaluation will reveal whether the chair has been effective in meeting expectations.
Supporting evidence can be used, e.g. Letters, calls, etc.  Best to be specific and  concrete.
The President is the leader/manager of the Board and needs feedback, which members can be reluctant to give.
Little exists in terms of a protocol. The school should create its own instrument.
Conduct the 3 reviews the same way.

A fair evaluation system is a “gift to a successor”.  Can do it as part of transition to a new president or chairperson. 
The climate and the process must respect the individual.
The process is time-consuming but worthwhile. This focused annual review supports improvements to be made and celebrates successes. It is important to offer support to improve Head’s performance and that of the school.

Q & A: Committee on Trustees: The Chair can be ex-officio of this small committee and can sit on all committees either with or without a vote. 

Why do some think the Chair shouldn’t participate?  Potential for exercising undue influence.  

It is advisable to conduct the Board self-evaluation and the evaluation of the Chair of the board at the same time. 
Boards are reluctant to criticize a dysfunctional chairperson. Sadly, when there is a problem in the head/Chair relationship many boards will get rid of the Head of School before they will get rid of a dysfunctional Board Chair! Head will be sacrificed.

Head’s future is tied to the relationship with Board Chair Another reason why evaluations are so important for the health of the school.
You can include of faculty and staff in Head Evaluation as long as there is an agreement at the outset with the Head that their input will be solicited. They often know best how the Head is doing in overseeing the educational program. However, since they also rely on the Head for their continued employment teachers may be circumspect.
How else can you get internal information?  The school can conduct a Professional “360º” evaluation. If you go this route, the Head should choose the direct reports who give feedback. It is best to invite an outsider to lead this process(e.g., from the nearby university).

A concern was voiced about accreditation teams – do they whitewash problems?
Difficulties tend to pop up by observation!  
Ask the Head how things are going with the principals or division heads.
The Head can often interpret faculty complaints. Few people in the school understand the complex, multi-dimensional role of the Head

One effective tool in the evaluation process:  Ask the Head to do a log for a week in 10 minute slices.  The log will illustrate whether he or she is spending time on the important or urgent tasks and addressing priorities.
Present the results (orally) to the Board and the faculty

Can be illuminating!  Very concrete!

How to include the Head in the goal-setting process for the evaluation?

Base it on the strategic plan!  If Head is involved in a capital campaign, for example,  be explicit about expectations so there are agreed upon priorities for the year.
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