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To: Dr. Gregory C. Hutchings, Jr., Superintendent  
From: William L. Clawson II, Member Board of Education 
Date: November 26, 2014 
Re: 2013/14 Annual Superintendent’s Evaluation   
 
The Board utilized the Ohio Standards for Superintendents as the basis for your annual evaluation. The Ohio 
Standards provide a common framework from which to structure the evaluation of a superintendent’s 
performance. In addition, we indicated whether or not you successfully completed the 20 specific objectives 
laid out for you in your annual expectations.  
 
There are five standards or areas that cover key parts of a superintendent’s role, namely, Vision, Continuous 
Improvement and Focus of District Work; Communication and Collaboration; Policies and Governance; 
Instruction; and Resources. It is our belief that this tool allows for a robust evaluation that leads to an action 
plan to continue growing your skill set. 
 
We enhanced this process by soliciting feedback from each Board member, parents, students, administrators, 
your direct reports, building leaders, collective bargaining unit leaders, and external stakeholders. Together, 
these inputs provided a 360 degree view of your performance across the five areas. Finally, Board members 
added commentary highlighting areas of proficiency and outlining areas where development is needed to meet 
District needs going forward. 
 
This document contains an aggregation of the body of feedback that was gathered. Areas of Strength and 
Opportunity are identified for each standard. From here, the Board will establish 2014/15 expectations for each 
standard with input from you. Equipped with the expectations, you will develop an action plan based on the 
guidelines provided in the Ohio Standards for Superintendents. In addition to the annual review that will be 
completed in August of 2015, there will be a mid-year assessment to review progress and provide interim 
feedback. 
 
Performance Against Specific 2013/14 Job Objectives 
The Board unanimously agreed that you have successfully completed twenty of the twenty objectives you were 
challenged with at the beginning of the academic year.  
 
Dr. Hutchings, you will see from this document that all of the District stakeholders have a high regard for your 
strengths and accomplishments including: 
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 Transparent communication – Especially in the area of expectations, you consistently held tough 
conversations with students, parents, staff, and members of the community. Throughout, you maintained 
an inspirational and encouraging attitude. 
 

 Instructional leadership – You modeled a new process for visiting classroom teachers to observe their 
challenges and skills; worked with building leaders to improve teacher coaching and evaluation; met nearly 
every teacher (and many students) and demonstrated your focus on pedagogy; learned first-hand what 
supports are needed to establish building principals as instructional leaders and to help every teacher 
engage every student; intensified efforts for early identification of and interventions for struggling 
students.  

 

 Financial leadership – You understand from your interactions with the Board, Finance & Audit Committee, 
City leaders, and broader community that managing District resources judiciously is a firm requirement of 
our District leaders. However, you did so not merely by cutting costs, but by embracing new approaches to 
achieve the desired outcome and by improving operational efficiency. 

 
Your strengths are truly valued by the District stakeholders. You will also notice from the Areas of Opportunity 
that are identified in the document that the Board continues to “raise the bar” in your second year as the 
District Superintendent. The Areas of Opportunity were carefully identified to support your ability to perform 
this strategic role and effectively lead the District. In general, the Areas of Opportunity identified include: 
 

 Strategic communication – Involving the Board in significant matters by providing more lead time; the 
Board should be focused on “big picture” and strategy, but be informed about your research. This way, we 
may provide input before changes are implemented or committees are formed. We may also anticipate 
difficulties and assist with outreach. 

 

 Staff diversity – The District should have a specific plan to reverse declines in classroom teacher diversity 
and build a level of diversity that is more reflective of our student population. 
 

 Employment matters – There are three collective bargaining agreements open for negotiation in the next 
few months. The District is challenged by fiscal restraints placed on our larger community and unfunded 
legislative mandates that erode teacher morale. We also anticipate retirements that threaten our 
institutional knowledge and create hiring challenges. You must balance the needs of all stakeholders in a 
successful manner. 

 
The Year Two Challenge 
We are excited about and look forward to implementation of our new five-year Strategic Plan. We see potential 
for substantial improvements in every aspect of education and support operations. Implementation must reach 
every staff member in order to develop an efficient and harmonious focus on helping every student succeed. 
You will need to develop appropriate assessments for measurable indicators of progress, and continuously 
adjust the Plan’s action steps, starting with an improved system for short and long-term data collection, usage 
and reporting. As the pace of change increases, you will need to patiently balance the urgency to help every 
student with inevitable issues, such as limited resources and varying capabilities of personnel. We believe you 
are capable of and enthusiastic about facing these challenges. 
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Next Steps 
After a discussion and review of this document, the Board will develop an initial set of 2014/15 expectations 
that include, but are not limited to, the Strategic Plan, and solicit input from you. Once the Expectations are 
finalized, you will utilize the action plan portion of the Ohio Standards for Superintendents to outline a one 
year Action Plan for achieving the expectations.   
 
Thank you again for a great first year of service. We value and appreciate your leadership in our District and are 
excited about the future of the Shaker Heights City School District.  
 
Sincerely, 
 
Members of the Shaker Heights City School District Board of Education 
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Appendix A: 2013/14 Baseline and Bonus Potential Expectations 
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Appendix B: Detailed Feedback By Standard 
 
Standard 1: Vision, Continuous Improvement and Focus of District Work 
 
Areas of Strength:  Leading by Example, Effective Collaboration and Managing Challenging Situations 
Leading by example – Whether it be 300+ building scans, interacting with students or staff, or any number of 
examples, you model to others what is expected and offer support to help them get there. 
 
Effective collaboration – Early in the process, you included stakeholders representing different aspects of the 
community, to help design and ultimately determine the District’s direction. This level of collaboration is vital 
to taking Shaker Heights City School District to the next level.  

 
For example, early in your tenure, you saw the need to introduce yourself and your approaches to staff by 
instituting a District Convocation. You used the event both to rally staff into a new year, and to establish 
your high expectations of everyone. You built on this through your 90-day plan report, State of the Schools 
presentation, regular building leadership team meetings, the Student Advisory Council, and more.  

 
In addition, you successfully worked with the Board to establish a vision statement at the January 
organizational work session and used it as a foundation for the strategic planning team. You later provided 
the Board with an opportunity to revisit the vision statement at an organizational work session in July. We 
applaud your efforts to step back and bring the group to a successful win-win outcome. 

 
Managing challenging situations – Through the course of the year, you demonstrated an ability to navigate 
tough situations. When you see a need, you address it without hesitation. This is a vital skill as the District 
transitions to new processes and expectations for all. 
 
Some of the comments shared by those providing feedback add additional perspective on your performance of 
this standard: 
 

 “I am incredibly impressed with how Dr. Hutchings has developed, embraced and articulated a vision 
for the District using a collaborative process. There was a large void in this area before Dr. Hutchings' 
arrival.” 

  

 “Dr. Hutchings has made it a practice to include both the external and internal stakeholders into not 
only setting the vision, but also putting into play the actions that set the vision in motion.” 

 

 “I am especially pleased with how Dr. Hutchings used data to identify students at risk of not passing 
third grade reading and remediated them early in the year. He also drove the use of data to provide 
'earlier warnings' of students at risk of failing in all classes.” 
  

 “Not only is his cabinet held to high expectations, we are all held accountable to the success of the 
district goals and objectives. We are all expected to monitor progress on a daily basis.” 
 

Areas of Opportunity: Strategic & Analytical Leadership and Strategic Plan Monitoring 
Strategic & analytical leadership – While your overall performance this year was positive, there is a strong 
expectation by the Board that you continue to grow in year two and beyond in the Superintendent role. The 
new Strategic Plan will stretch staff, administrators, parents, and students in new and sometimes 
uncomfortable, ways.  
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For example, two opportunities for using data were identified by the Board and others within the District. 
Specifically, having a more robust system for monitoring progress to goals and objectives is needed. 
Providing the Board with performance targets that synch with key milestones, and adjusting targets as the 
measurement processes evolve, would build a clearer “destination” for all involved. In addition, the Board 
believes you have an opportunity to make it more apparent that modeled data is being incorporated into 
District decision making and to help reach district goals and objectives more quickly. 

 
Strategic plan monitoring – While the Board is excited by the new strategic plan, including the process for 
developing the plan, more specific metrics are desired. While we understand that the changing assessment 
process creates issues, having interim goals based on the existing assessments will allow the Board to measure 
progress on a monthly, quarterly, and annual basis. 
 
 
Standard 2: Communication and Collaboration 
 
Area of Strength:  Transparent Communication 
Transparent communication – Dr. Hutchings, most people eagerly agree that you shine with a high level of 
distinctiveness in this standard. You overhauled how the organization communicates; established an open and 
frank dialogue with all constituents within the organization and with the community; listened to and learned 
from our students; used new methods and events to explain (and celebrate) our schools; established 
relationships of trust and collaboration with Board members. 
 

For example, during your first year, you held almost 500 meaningful meetings and presentations with 
members of the community. You actively engaged City Council and the Library during the February Joint 
Meeting; incorporated students into our decision-making loop with the Student Advisory Council; 
collaborated with many groups and individuals to make the Innovative Center for Personalized Learning 
and Family Engagement a reality; engaged hard-to-reach parents via neighborhood walks; and more. 

 
Feedback comments on this standard reinforce this belief:  

  

 “Dr. Hutchings has done an excellent job in being transparent and communicating with various 
stakeholders.” 
 

 “Dr. Hutchings is an extremely effective communicator. He communicates very effectively with me, 
with the City and with external stakeholders, including residents in the Shaker community.” 
 

 Dr. Hutchings “has exponentially changed how we communicate with the community – very 
transparent.” 
 

 “Dr. Hutchings has done an admirable and amazing job of opening doors to all and setting a welcoming 
tone of a leader who listens to all and deliberates with fairness.” 

 
Areas of Opportunity:  Strategic Communication & Communication of District Progress 
Strategic communication:  In order for the Board to remain focused on “big picture” support and ensure 
sufficient lead time for Board input, we would like more insight into your research, planned direction and key 
tactics. That way we can collaborate with you as well as monitor progress, ensure accountability, troubleshoot 
and provide input before changes that require Board action are implemented. Such an approach will also 
ensure that the Board receives sufficient education and context from you to improve our overall understanding 
of District operations and strengthen our ability to be ambassadors in the community. Communication of 
District progress – As you transition into your second year, the Board recommends continued development in 
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two areas. The first is a natural transition from a focus on your acclimation to the superintendency in Shaker 
Heights City Schools and community, to a focus on the progress of the six goals in the five-year strategic plan as 
a whole. The latter can include highlights of individuals in the organization or work in specific buildings, but 
should focus on communicating the specific progress against the goals and strategic initiatives of the Strategic 
Plan. 
 
The second opportunity is to better communicate key actions, rollouts or initiatives. Specifically, the Board 
would like to see greater focus on communicating and reinforcing the long-term vision, and then tying the day-
to-day actions as steps toward that desired outcome. The process of anticipating two or three steps ahead 
when communicating will come naturally now that we jointly share the strategic plan for the District. 
 
 
Standard 3: Policies and Governance 
 
Areas of Strength:  Foundational Policies & Relationships 
Foundational policies and relationships – During the course of the year, you worked with the BOE policy 
committee to revise, develop and recommend new or modified policies. These include a student retention 
policy, acceleration policy, approach to the third grade reading guarantee, and a retire/rehire policy. You also 
analyzed and implemented improvements to the District Security Plan, including expectations for Security 
personnel. 
 
In addition, you developed solid relationships with the Minority Student Achievement Network (MSAN), the 
National Superintendent's Roundtable, the First Ring Superintendents, Shaker Heights City Council, the Shaker 
Heights Library Board, and more. These are important steps to not only share best practices, but to share the 
Shaker story beyond our borders. 
 
Here are some direct comments from those providing feedback: 
 

 “He is doing well in this area as well. At the Middle School, students have to actually pass their classes 
before moving on to the next grade.” 
 

 “He has visited organizations and advocated for students and staff during the school levy time which 
really gave people outside of the school district a good look at who we are and the importance of what 
we are doing.” 
 

 “Dr. Hutchings has done an outstanding job of developing policies and recommended approaches for 
the District. I am aware of these through his communications with me and with the public. He 
maintains high standards and has dealt with misbehavior by students in the District decisively and 
effectively.” 

 

 “His conduct throughout the year was outstanding, and every first year as a superintendent has its 
challenges.” 
 

 “The IC (Innovative Center for Personalized Learning and Family Engagement) is key to repatriating 
students not currently in the District and others as well in later stages.” 
 
 

 “While we don't have a curriculum yet, he has put everything in place to make this happen - this is as 
much as he could have done in year one (and more than I expected).” 
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Areas of Opportunity:  Sounding Board 
Sounding board – Continuing to utilize the Board as an early sounding board may help identify issues as you 
continue to push the District to achieve higher levels of excellence through our strategic plan. In addition, 
allowing more lead-time when possible for Board members to absorb and research more complex issues is 
requested. 
 
 
Standard 4: Instruction 
 
Areas of Strength: Instructional Leadership 
Instructional leadership:  Many cited your focus on instruction as a distinctive strength. This is most notable in 
your emphasis on professional development for teachers and principals; your efforts to transform the principal 
role to one focused on instructional excellence in school buildings and your addition of a District Director of 
Curriculum. Your quick identification of areas for improvement; implementation of building scans both with 
BOE members and Principals; establishment of expectations; management of the new Ohio Teacher Evaluation 
Process; and more, were all noted by feedback providers.  
 
Here are some specific comments that provide more detail in this area: 

 

 “I believe that the Superintendent’s mandate for a new math curriculum comes at the perfect time. 
This new curricular framework, along with the adoption of the enVision Math© materials at the K-4 
building, and ongoing professional development should greatly improve the elementary math program 
and help teachers provide a rigorous and consistent curriculum across all classrooms.” 

 

 “The expectation to use the standards, to post the standards, to discuss the standards with students 
and to align all formative and summative assessments to the standards was a terrific first step in 
ensuring standards based instruction takes place in all classrooms.” 

 

  “As an administrator, the professional development I received this year was the most meaningful I 
have had.” 

 

 “Greg did a great job of spending time in classrooms in order to get a feel for the instructional practices 
of our faculty.” 
 

 “The district has started working on curriculum guides for Language Arts and Math. This has a lot to do 
with Greg pushing us in this direction.” 
 

 “Greg has been supportive of providing training for both administrative and instructional staff. The 
administrative work with Fran Prolman is one example.” 
 

 “Full access and opportunities for all students is not as transparent as I expect [for Shaker 
Heights]…Continued work on culture and systems as well as awareness for ensuring all students have 
access and opportunity [is needed] i.e. strategic plan.” 
 

 “Greg has worked with HR to refine the interviewing process. Every interview had to include a parent, 
teacher, and administrator.” 
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Area of Opportunity: Instructional Leadership Expectations 
Instructional Leadership expectations – As you know, instructional excellence is a must in order to make Shaker 
a school District that delivers on our aspirations, mission, core beliefs, and vision. Continued communication 
with the Board and District around the skill sets required of instructional leaders, and developing professional 
learning plans to close any gaps that exist will help to drive great instruction into the classrooms for all Shaker 
students. 
 
 
Standard 5: Resources 
 
Areas of Strength:  Financial Leadership & New Personnel Attraction 
Financial leadership – You also actively sought to manage the District’s cost structure by working with the 
Treasurer, Finance & Audit Committee, and your team to challenge how and why the District utilizes resources. 
Your leadership to push financial ownership deeper into the organization, challenge existing procurement 
processes, and find alternative sources of revenue led to over $1 million in cost savings or avoidance. You did 
an impressive job of understanding District finances; raked the budget and operations to identify significant 
savings opportunities; raised new revenue; and earned the respect and support of the District’s Finance & 
Audit Committee’s citizen members. 
 
New Personnel Attraction – In your first year, you successfully conducted national searches for the Assistant 
Superintendent of Business and Operations, the Middle School Principal, the Director of Curriculum, and the 
Director of Technology. These hires and many others are designed to increase the District’s capacity while 
working within existing budgetary requirements. 
 
Specific comments amplify this message:  
 

 “Our staff has improved greatly. We had good staff, but now we are better and continue to hire the 
best available.” 
 

 “Being a member of "Calendar Committee" I was able to observe Greg being very forward thinking as it 
relates to changes that would improve academic programming for students across the district.” 
 

 “We are consistently discussing finances and being fiscally responsible when making decisions.” 
 

 “He spent a lot of time this year on establishing a recruiting and hiring process, performance 
expectations and review processes. [There are] more improvements to come, but I see this as a 
marquee accomplishment for him. The new hires appear to be world class.” 
 

 “The development of a learning calendar is clearly articulated for all members of the organization. The 
Superintendent was very strategic in looking for additional time for professional learning in this year's 
calendar.” 
 

 “I have been impressed with how quickly and thoroughly Dr. Hutchings has delved into the breadth of 
facility and operations pockets and corners.  His management style and outside experience have helped 
bring a fresh outlook.” 

 
Area of Opportunity:  Staff Diversity, Employment Matters and Personnel Integration 
Staff diversity – It will be a challenge to balance financial constraints with the need to attract diverse talent that 
expands capability at the building level to replace anticipated retirements. The Board would like to see 
measurable progress on creating classroom diversity that better mimics our student population. 



  MEMBERS OF THE BOARD:  
  WILLIAM L. CLAWSON II  ALEX LISTON DYKEMA  AMY H. FULFORD  REUBEN HARRIS, JR.  ANNETTE TUCKER SUTHERLAND 

 
Employment matters – As the District enters a new period of collective bargaining, successfully balancing the 
needs of all stakeholders, including the significant tax burden of our community, is important.  
Personnel integration – All acknowledge the success in bringing on key members of staff. However, increasing 
the consistency in quality of staff throughout the District and integrating new staff is an even more challenging 
task.  


