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We are the trusted partner across our industry
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Who's in the room?

> Board Chairs
> Trustees

> Heads of School
> QOthers?
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Please Raise
Questions at
Any Time!
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Goals, Outcomes, Metrics, Oh My!

e Goals: Goals are normally broad
In scope, more aspirational/
directional, and hard to measure.

e Outcomes: Outcomes are what
you hope to achieve when you
accomplish the goal. They are
specific and measurable.

e Metrics: \What we use to
determine progress towards stated
outcomes (data).
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Types of Outcomes Alighed Metrics

Improve fundraising efficiency Operational, tactical and performance
through online tracking of donors  outcomes are concrete and data can
be pulled easily to determine progress.

Operational

Tactical Increase enrollment by 25%

Increase AP scores in associated
Performance

advanced courses Cultural/Subjective outcomes are
more complex and “squishy”. We use
. .. Improve student health and Google's Goals - Signals- Metrics
Cultural/Subjective wellbeifi Bl



By unpacking the squish,
which quantitative and
qgualitative metrics
emerge?

[1]] | [HI!
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ission, Vision, & Values

Evergreen Pathways or Pillars
Shared understanding of what your organization will always aim to do

Strategic Goals & Priorities

Lofty, aspirational goals language that often gets handed down to a
team during strategic planning

Outcomes

Defining what success looks like. Priorities can be aspirational, this is when you
get down to brass tacks and operationalize (who, when, where & what)

Metrics to Track Progress

What are the indicators that you are watching to monitor progress and
understand if you are successful?



Evergreen Pathways or Pillars
Shared understanding of what your
organization will always aim to do

Strategic Goals & Priorities

Lofty, aspirational goals language that often
gets handed down to a team during strategic
planning

Outcomes

Defining what success looks like. This is when
you get down to brass tacks and operationalize
(who, when, where & what)

Metrics to Track Progress

What are the indicators that you are watching
to monitor progress and understand if you are
successful

J Goals & §Pathways
Metrics Qutcomes|PrioritiesRor Pillars

Mission,
Vision, & Values

Systems-level
Evolution
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A data dashboard is a tool that provides a
centralized, interactive means of monitoring,
measuring, analyzing, and extracting relevant

business insights from different datasets in key
areas while displaying information in an interactive,
intuitive, and visual way.

datapine’s definition




This is not a dashboard,

Attrition Dashboard it's a spreadsheet

Student Name School Year Grade Level Reason Tuition Assistance Gender Race/Ethnicity
Student 1 2020-21 ~ 1 ¥ Out of State/Country Move v Female ~ White g
Student 2 2020-21 -~ ~ COVID-19 >50% v Female ~ Latinx ¥
Student 3 2020-21 -~ v Different Independent School v Female ~ White v
Student 4 2020-21 Local Move Male White v

dep 2020-21 Out of State/Country Move Female White

No attempt to measure, e LEEmipNess Male  ~ White

analyze, or provide insight 2020-21
au 2020-21

Student 10 2020-21

Student 11 2020-21

Student 12 2020-21

Student 13 2020-21

Student 14 2020-21

Student 15 2020-21

Student 16 2020-21

—

Grade Level Dispute Female Multiracial
Different Independent School Female White
Learning Needs Female Multiracial
Learning Needs Femalg
Public School Fe

Out of State/Country Move Male
Homeschool Female

No visual component

Local Move Female White
Financial Male White
Out of State/Country Move Male White
Student 17 2020-21 Public School Female White
Student 18 2020-21 Struggled with Friendships Female White
Student 19 2024 try Move Male White

Student 20 2( NO interactivity Male White

oot BB DWW WWWNNDNDNN




11 as h bOa rd Interactive

Drill Down by School Year Drill Down by Grade Level Drill Down by Reason

Students Leaving by Grade Students Leaving by Reason

; . ’ Il 201718
Struggled with Friendships - B 201819
Out of State/Country Move - 2019-20

2020-21
Local Move

Learning Needs -

Grade Level Dispute

Monitoring & Measuring Financial

COVID-19
020-21 2019-20 2018-19 201718

Looking Closer at Programmatic and Social Reasons Anslysis

Students that leave to find better accommodations
for their learning needs has been the top cause of
for-cause attrition (not due to families moving).
Moving online for COVID-19 exacerbated this
problem. Not having adequate learning support has
cost the school $256,000 in lost tuition revenue in
the past four years.

Analysis & Insights

I Learning Needs Grade Level Disputes Struggled with Friendships

Suggestions
1. Revisit admissions screening process for
students with advanced learning needs.

Intuitive & Visual

2020-21 2019-20 2018-19 2017-18

2. Hire learning specialist (average salary is
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However... not easy to read and
limited to one physical space.
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Filter by Constituent Gro|

To Filter Data by Constituent Group:

Click on / off the constituent group to the right. Baeulty - Strengths
To Filter Data by Th SWOT Quadrant Senges
o Filter Data by Theme or uadran
: Student 8
Click on a row (theme) or a column (SWOT vaents Strengths

Quadrant) in the table below. Clicking on an
individual cell will filter by both criteria (theme x
SWOT Quadrant).

Trustee / Admin Strengths

Interactive

Strengths

Theme Strengths Strengths

Strengths

N
(62}

Strengths

Strengths
Strengths

Community / Relationships 39
Strengths

Strengths

N
o2}

Strengths

Analysis & Insights

Strengths
Strengths

Strengths
Strengths

Strengths
Strengths
Strengths

Strengths

SWOT Quadrant @

d"(ission

Mission-driven, Data-informed
Leadership and Governance

Comments @ +
Building a sense of community
Building community, belonging
Building maintaining relationships
Building relationships
Caring community members

Close relationships between faculty
and students

Community
Community and culture

Community and our abilit
the strength of commu
move forward and chag

Community sense of b Clear Visual

character
Connection to students

Conveying a strong sense of
community and unity

Growing sense of community
Inclusion and equality

Informal environment that invites
disserting perspectives and
challenges

Loving, caring relationships
Making everyone feel welcome

Our devotion to uniqueness and
community

Our students are generally very
accepting of each other

People care a lot about kids
Prioritization of belonging
Prioritizing relationships

Relationship with students and
faculty
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Financials ~ Fundraising Enroliment Management ~ Student Matriculation Board Composition Add-Ons ~

/‘Tnfp Y Board of Trustees Dashboard
EMS Financial Operations Overview DA

Year-Over-Year Trends in Operating Income

Total Operating Revenue [l Total Operating Expense  —@=— Net Operating Income
20M

$31512K 15,66 $26115K § ; 3 $52126K

2015-2016 2016-2017 2017-2018 2018-2019 2019-2020 2020-2021 2021-2022 2022-2023 2023-2024 2024-2025-PRJ

Year-Over-Year Operating Revenue Trends

Bl Net Tuition Revenue Operating Fundraising Auxiliary Revenue Endowment Draw Other Operating Income  —@— Total Operating Revenue

$17.66M
$16.05M $1613M $]7f2M R $19.96M

2015-2016 2016-2017 2017-2018 2018-2019 2019-2020 2020-2021 2021-2022 2022-2023 2023-2024 2024-2025-PRJ




Year-Over-Year Operating Expense Trends

B salaries [ Benefits & Payroll Taxes Instructional Expenses Student Services & Activities [ Administrative Plant & Campus - Operating
I Auxiliary Program Expense [l Loan Interest —@— Total Operating Expense

$19.65M

$18.4M
$15.74M $16.75M $17 06M e e $16. fy/.(ii
$14 61M $14 5M —&-

T T T |

2015-2016 2016-2017 2017-2018 2018-2019 2019-2020 2020-2021 2021-2022 2022-2023 2023-2024 2024-2025-PRJ

Current Year Operating Revenue Composition Current Year Operating Expense Composition

8% ® Salaries
@ Benefits & Payroll Taxes
@ Net Tuition Revenue @ Student Services &
Endowment Draw Activities
26.2% : . ;
Operating Fundraising Plant & Campus - Operating
Auxiliary Revenue Instructional Expenses
Other Operating Income @ Administrative
@ Loan Interest
® Auxiliary Program Expense




Board of Trustees Dashboard

D/E/ Tuition & Discounting Overview

- 2017-2018
Current Year Tuition Rates
Grade Tuition

$26,800

YoY A Tuition

$26,800
$26,590
$26,590
$25,500
PS st

$25,500
$24,750

B 20182019

A0kl ol sl it sl il sl sl il
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- l Year-Over-Year Tuition Increases, by Grade

B 2019-2020 M 2020-202) [ 2021-2022

2nd 3rd 4th Sth 6th Tth 8th 9th 10th Mith 12th

$24,750
$24,220 60%
$24,220
$23,440
$23,440
$20,340

$20,340

Average Tuition Discount, by Division Average Net Tuition Revenue, by Division

20K

$17500
$6331 $154584 $16,095 316480

%
All School EL LS

MS us All School Ls MS us

Financial Aid Amount Awarded, by Division

2000.
15000..
10000.

5000.

All School

Number of Students on Financial Aid, by Division

&0

All School

JE—

- Il New Students

on Aid
I Returning

Students, New
to Aid
Returning
Students on Aid

Al School

Breakdown of Financial Aid Students Discount Students by Association

43 40 B Employee
Children

Non-Employee
Children

All Seheol

lSSlOﬂ

oo

DATA

o

Board of Trustees Dashboard

./
/ Net Tuition and Discounting

Last Updated: ~

Current Year
vg Discount Rate

15.5%

F

0129, 2024

Current Year Net Tuition and Discounting Compared to Previous Year

Financial Aid rded

$4.73M

Net Tuition

$31.63M

Total Gross and Net Tuition Collected Each School Year

15M

$9.0IM
.

2015-2016
2014-2015

$o48M $983M
Py .

2017-2018
2016-2017

$1039M  $10.47
.

sngom  $1227M
.
M $1091M .
o o

2019-2020 2021-2022
2020-2021

$1291M
.

20232024
2022-2023

® Gross Tuition
Revenue
Financial Aid/
Discount
I Net Tuition
Revenue

.

2024-2025

Total Awarded in Tuition Discounts, by Discount Type and School Year

2019-2020

2020-2021

$5. 33M

20212022 20222023

2023-2024

® Tuition Discount
Amount
Scholarship $
Amount
B Remission
B FA award $
amount

2019-2020

164
.

144

2020-2021

166 166
. .

Number of Students with Tuition Discounts, by Discount Type and School Year

3

2021-2022 20222023

2023-2024

e Total Students
Receiving
Discounts
Scholarship $
Amount

I Remission

B FA award $
amount

Total Awarded Tuition Discounts, by Division

I Upper School
&M
$1203804

$1194234 $1203,804

20192020 2020-2021 20212022

Middle School

$1,010,704

20222023

Number of Stu

$1,036294

2019-2020
2023-2024

B Upper School

2020-2021 20212022

Middle School

20222023 2023-2024

DATA

Next Page
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Getting Started

'''''

Write down ONE
adjective that describes
your current HOS

review process.




Why HOS Assessment Matters

>

Ensures the HOS has support and board fulfills key
responsibility

Recognizes the importance of affirmation and
growth/professional development for the HOS

Measures progress against goals mutually agreed
upon between the HOS and Board

Provides a critical feedback loop between the HOS
and the Board

Likely increases length of the HOS's tenure,
creating greater stability for the school

C/‘/[ission
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For Assessment to Be Effective:

Feedback: Shared understanding:
Positive and constructive e Goals

- must rest upon a e How and when goals
foundation of trust and will be measured
open communication e What evaluation tool
between the HOS, the will be used

Board Chair and the e Success signals
Board. e Frequentupdateson

progress/ lack thereof
e Agreement onwhen
to pivot




We see a disconnect between what Heads
report and Chairs/Board report with
regard to establishing annual goals and
assessing progress on the goals:

C/‘/[ission




2020 Head Turnover Report: Goals and Assessment

Board
Member

Head of School Board Chair

Board sets achievable goals for o 5 o
head of school. 77% 95% 90%

Head of school and board
collaborate on prioritization of 77% 95% 88%
annual goals.

Board provides periodic feedback
to head of school on progress in 68% 24% 85%
meeting annual goals.

Board gives head of thooI 77% 949 999%
adequate time to achieve goals.



Based on the same list of roles seen before, please indicate how well
you believe your board has performed in each of the following areas:
(Very Well/Extremely Well) HEAD CHAIR

2018 2018

Ensuring the financial sustainability _ 77% 79% 79%

of the school o 2 ?
I 79%

()
Selecting compensating, and evaluating _ 65 /°
the head of school
I 85%

I 647

Guiding and supporting the school head

I 88%

68% 87%

O,
Ensuring the school’s mission is in sync with _ 62 /°
coreveluss snamanctre=es . I 79
(<]

- - I 55
Being community ambassadors for the °
school/overseers of the school’s public image o
I 74%

I 49%
I 74%

B Head 2024 M Chair 2024
C/"[zsswn
@ 2023-2024 STATE OF INDEPENDENT SCHOOL GOVERNANCE PART I

Considering future possibilities for the school




The Question of Support
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What Does HOS Support Look Like?

> What can | do? vs This is what | can do

> Support looks and feels different for different heads
of school

> Communication is key!




Boards Working with and
Supporting the HOS

Provide positive feedback and be a cheerleader in
the community

In private and through appropriate channels,
provide constructive feedback when appropriate

A simple check-in, how’s it going, you're doing a
great job without any other agenda goes a long
way

So does how can |I/we be of assistance

FACT: head tenure is correlated with successful
schools, and long-term heads bring stability and
more meaningful, lasting improvement



Formative assessment is ongoing

throughout the year and helps the HOS

TypeS of and board members better understand
where the school is regarding progress

Assessment: towards stated goals and objectives, as

well as ways the head can continue to

improve.
Formative ,
Summative assessment occurs at the end
VS of the year as the head’s yearly
o evaluation and is an assessment of
SU mim atlve progress towards the goals that the head

and board mutually agreed upon and
other areas of performance.




Frequent, Formative Feedback

Board Chair and HOS Board and HOS

e Clarity about roles: e Clarity about roles:
e Head leads the school e Head leads the school
e Chair offers counsel and coaching e Board must understand why the

school is making the choices it’s
making

e Focus of meetings: :
& e Focus of Board meetings:

e Progress towards goals and das for a full
overall health of the school * Setagendas for afullyear

e Celebrate successes e HOS updates board on goals so the
board understands why and how

o Identify challenges - progress has been made and what
e Determine when to revisit challenges exist

* Agree topivot e Board raises questions and offers
feedback and guidance
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A Quick Word about Ratings:




Humans are bad raters of
other humans . .. Idiosyncratic Rater Effect

“Although it is implicitly
assumed that the ratings
measure the performance of the
ratee, in reality most of what is
being measured by the ratings is

the unique rating tendencies of
the rater. Thus, ratings reveal

more about the rater than they
do about the ratee’”

London, Manuel, editor. How People Evaluate
ission Others in Organizations. Psychology Press,

Mission-driven, Data-informed

Leadership and Governance




Best Practices
for Head of
School
Assessment

Source: Center for Creative Leadership

Board Chair and HOS should establish clear
parameters for their working relationship.

Goal-setting should be collaborative and aligned
to the vision, mission, and strategic plan

Clear metrics for assessment should be outlined.

Both formative and summative feedback are
provided throughout the year.

Open, transparent, and regular communication is
key!



What about 360 Evaluations?

The responsibility for evaluating the head rests with
the board and should not be delegated to
stakeholders outside of the board.

There is a time and a place for utilizing 360’s:

o Asatool for the head’s information and
professional growth only

C/‘/[ission




How Might the Broader Impact of the Head'’s
Leadership be Measured?

Net Promoter Score




The Three Spheres of Influence

Concern

C/‘/[ission




Setting Goals & Determining Measurement -
Timeline Example

APRIL: MAY: JUNE:

HOS uses evaluation flle HOS fine tunes goalsand @ ® HOS shares goals
feedback and the measurements based on and measurements
strategic plan to set board chair/HSEC with leadership
goals and feedback team so that they
measurements for may use school wide

the year goals and
HOS presents goals and measurements to

HOS discusses draft measurements to the full set department

goals with board board, gathers questions, goals
chair/HSEC and revises




Goal Setting:

Generally should have between three
and five goals

Goals should come from three primary
sources:

1) feedback and areas of improvement
noted in the evaluation

2) the strategic plan

3) areas of focus or special attention
that are a part of the Head of
School’s regular responsibilities

C/‘/[ission
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Case Study 1: Balancing Strategic Vision with Operational Management

Context:

The Head of School has successfully led a bold strategic plan over the last
two years, including a campus renovation and a shift to competency-based
education. However, feedback from faculty and staff in the annual climate
survey indicates dissatisfaction with communication, decision-making
transparency, and daily operations management.

Discussion Prompt:

1. How should the committee weigh long-term strategic accomplishments
against short-term operational concerns in the Head’s evaluation?

2. Should leadership in visionary work mitigate issues in day-to-day
management, or are both equally critical in evaluating overall
effectiveness? cMission




Case Study 2: Short-Term Turbulence, Long-Term Vision

Context:
The Head

nas restructured the administrative team, removing

long-standing staff viewed by some as ineffective. This has caused internal

unrest and resistance, including faculty resignations. The Head believes the
changes are necessary for long-term improvement.

Discussion Prompt:

1. How should short-term disruption factor into a long-term leadership
evaluation?

2. What time frame is fair and strategic for judging controversial
leadership decisions?

3. How can the evaluation process differentiate between discomfort and
dysfunction? C/‘/[ission




Case Study 3: Mission vs. Metrics

Context:

The Head of School has successfully led a major equity and inclusion
initiative that aligns deeply with the school’s mission. Faculty morale is high
and student engagement is strong. However, academic metrics — including
standardized test scores and college admissions results — have declined
slightly over the past two years.

Discussion Prompt:

How should the committee weigh mission alignment against quantitative
academic outcomes?

Are current evaluation metrics adequate for capturing transformational
leadership?

Should the evaluation include both mission impact and measurableff;ssior
performance? If so, how?




Case Study 4: Managing Board-Head Relationship Boundaries

Context:

Several trustees have received direct emails from parents expressing
frustration with school discipline policies and claiming the Head is
“unresponsive.” Some trustees feel pressure to reflect these concerns in the
Head'’s evaluation, while others emphasize the importance of maintaining
the Head's authority and independence from individual complaints.

Discussion Prompt:

1. What s the appropriate role of parent feedback in the Head’s
evaluation process, and how should the committee distinguish between
isolated complaints and systemic issues?
How can the committee ensure a fair, professional, and data-informed
approach while supporting the Head’s leadership? ission




Case Study 5: Balancing Support and Evaluation

Context:

The Head has shared that the evaluation process feels overly judgmental
and unclear. Trustees want to ensure accountability but worry that the
current process may be harming morale and trust.

Discussion Prompt:
How can the committee better balance support and accountability in

the evaluation process?
What practices could make the evaluation feel more developmental
than punitive?
Are there structural or relational adjustments that would improve
transparency and effectiveness?
C/‘/[ission
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Leadership and Governance

www.missionanddata.com

Cliff Kling, J.D.
ckling@missionanddata.com

Mission & Data is a firm dedicated to the effectiveness,
health, and vitality of educational institutions and other
organizations that make the world a better place. We are
committed to enhancing mission-driven, data-informed
leadership and governance by:

Integrated strategy consulting to promote financial
sustainability, improve organizational effectiveness
and facilitate organizational transformation.

Developing custom data products, visualizations, and
dashboards to highlight progress, identify trends,
and leverage actionable insights.

Auditing current practice and analyzing organizational
data to recommend process efficiencies and
strategic improvements.

Coaching leaders and boards of trustees to enact

institutional vision and build a culture of
inquiry-based decision making practices.
C/‘/[ission




