
 

  MEMBERS OF THE BOARD:  
  WILLIAM L. CLAWSON II Dr. TODD C. DAVIDSON ALEX LISTON DYKEMA  REUBEN HARRIS, JR.  ANNETTE TUCKER SUTHERLAND 

    
 

 
To: Dr. Gregory C. Hutchings, Jr., Superintendent  
From: Alex Liston Dykema, Member Board of Education 
Date: October 17, 2015 
Re: 2014-15 Annual Superintendent’s Evaluation   
 
Once again, 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 19 
specific objectives laid out for you in your annual expectations as modified in February 2015. 
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. 
 
To fully measure your performance on these standards we solicited feedback from each Board member, 
parents, students, teachers, administrators, your direct reports, building leaders, collective bargaining unit 
leaders, and external stakeholders, based on the elements set forth in the Ohio Standards. Together, these 
inputs provided a 360 degree view of your performance across the five areas. Finally, Board members added 
commentary based on your annual expectations, highlighting areas of proficiency and outlining areas for future 
growth in order 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 2015/16 expectations for each 
standard based on this information, the Strategic Plan objectives, and input from you. Equipped with these 
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 2016, there will be a mid-
year assessment to review progress, make modifications as necessary, and provide interim feedback. 
 
Performance Against Specific 2014/15 Job Objectives 
The Board unanimously agreed that you have successfully completed 17 of the 19 objectives you were 
challenged to complete during the academic year with the completion of the other two delayed. Because the 
2014-2015 academic year contained multiple challenges from outside sources, such as those related to state 
mandated testing, we agreed with you to modify our expectations during the mid-year assessment.  This 
modification resulted in the 19 expectations referred to here. Of the two that were delayed, The Innovative 
Center for Learning has been a tremendous success and become a genuine asset for the District.  Taking it from 
concept to reality in such a short time period involved enormous effort on the part of many people.  The goal 
for the year had been to continue that expansion, using the Innovative Center to reach a breadth of students at 
different academic levels and leverage it as a community resource.  With the State’s implementation of the 
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College Credit Plus program, the Board understands that some of that effort had to be redirected towards 
establishing the College Credit Plus program, which impacts many of the same students we originally 
envisioned benefiting from the expansion of the Innovative Center.  Additionally, due to shifting administrative 
positions, the community outreach had to be deferred until the coming year.  The Board is also aware that the 
other delayed expectation, the establishment of a detailed multiyear staffing plan, was not realistic given the 
unprecedented personnel turnover that occurred not just in Shaker but throughout the State.  Just as the 
strategic plan must be a living document, so too must we adjust our goals to reflect evolving and new realities.  
We applaud the successful efforts of the entire Human Resources department during the last year and 
recognize that this original goal for a plan would be better met through retention and succession planning 
coupled with continuing efforts to broaden our staff to better reflect and support our student body.  Indeed, all 
of these efforts are underway. 
 
In addition to the 19 expectations, we set five salary-bonus goals for you during the year.  The Board could 
quickly agree that in four of these areas you met the standards set, and, especially in the case of negotiating 
new collective bargaining agreements utilizing Interest Based Bargaining, you exceeded our high expectations.  
We also set a goal for you to increase and improve parent/teacher/student communications.  Of all the goals 
set, communications proved the most challenging during the course of the year.  The Board is aware that there 
were multiple factors that affected successful communications last year, including increased tensions due to 
statewide mandates such as testing, and changes within your communications staff. There were times during 
the last year when messages could have been delivered in a clearer, more timely manner, or when some 
members of the community believed their voices where not adequately heard. At the same time, we are very 
aware of the conscious efforts made by you and your staff to increase and broaden the base of communication 
and increase the level of transparency District-wide. You engaged in a personal listening tour to every building, 
reporting out to us and the community what you heard and incorporating that information into your plans 
moving forward; you continued your outreach to PTO’s and the PTO Council and attended the meetings of our 
largest bargaining unit; you worked with the Board to expand our Board work sessions to provide us with an 
opportunity to interact directly with your staff, hearing from them about their efforts and providing a platform 
for direct questions; you established interview panels for teaching and administrative candidates with 
representatives of the staff and community; you supported the clarification of class placement standards in our 
upper elementary school to coordinate with the earlier clarification in our Middle School; you enhanced the 
use of your first effort at Measuring What Matters, to provide our entire community a picture of the Shaker 
Schools;  and you continually engaged with members of our community, both through letters and public 
forums,  and provided direct information about the successes and challenges the District faced throughout the 
year. While the Board recognizes the frustrations felt by some members of our community, when we review 
the extensive efforts made and the shift that has occurred in both our baseline of transparency and 
communication and our community’s increasing expectations for communication, we believe that despite the 
challenges which arose, those efforts satisfy the standards outlined a year ago for increased and improved 
communication.  Therefore the Board agrees that 5 of the 5 bonus expectations have been met. The Board 
continues to believe that enhanced and strategic communication must be a focus area moving forward and 
that your efforts at the end of the year and over the summer serve as an excellent foundation from which to 
build. In all, given the multiple challenges faced by Shaker and all districts throughout Ohio, the Board is 
pleased that you were able to stay on track and complete nearly all the expectations set for the year.  
 
Additionally, Dr. Hutchings, you will see from this document that District stakeholders have a high regard for 
your strengths and accomplishments.  Based on the feedback received from a wide array of Shaker constituents 
both within and outside of the District it is clear that your strengths continue to impress the community 
including: 
 

 Development of a shared vision for the District – You exhibited exceptional effort to instill the Vision and 
Aspirations from the Strategic Plan into all aspects of the District and facilitated the District’s Authorization 
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as an International Baccalaureate District.  Dovetailing the District’s own Vision and Aspirations with the 
International Baccalaureate program and achieving a full authorization shared by only eight districts 
nationwide is an exceptional achievement widely applauded by both the Board and the broader 
community. 
 

 Collaboration with the Board of Education, Treasurer and staff – Through the use of committees and 
focused efforts you utilized the expertise of those in the District to foster a collaborative approach to 
meeting the District’s strategic goals.  This approach was highlighted by the use of Interest Based 
Bargaining during this year’s SHTA contract negotiations.  All of these efforts were exemplified during work 
sessions for the Board of Education tied to the Strategic Plan goals.  The presentations from administrators 
and staff to the Board provided in-depth information and served as a model for the collaborative efforts 
underway.   

 

 Financial leadership – You continued to limit non-instructional costs while also successfully negotiating new 
contracts with the District’s bargaining units, contracts which provided the highest salary increase in many 
years and which recognized the significant efforts of our staff. Additionally while achieving the District’s 
financial goals you also managed to build on the collaborative nature of your efforts through the use of 
Interest Based Bargaining.  Furthermore, you continued to think creatively regarding non-tax revenue 
sources and worked effectively with the District’s partners to build relationships with both public and 
private entities which will broaden our financial resources in the future.   

 
Your strengths are truly valued by the Board and all District stakeholders. Moving into your third year as the 
District Superintendent it will be important to build from these strengths and look towards the Areas of 
Opportunity that are identified in this document. The Areas of Opportunity reflect the Board’s assessment, 
based on all the information collected during the previous year and through this evaluation process, of what 
areas for growth will have the greatest positive impact on your ability to lead the District further towards its 
goals. In general, the Areas of Opportunity identified include: 
 

 Effective communication – There were many challenges during the course of the 2014-2015 academic year 
from multiple sources.  Continuing to develop an effective system of communication between you, the 
staff, and the broader community will expand the opportunities for effective growth in the District.  The 
efforts made at the end of the year serve as an excellent platform for you, administrators, and other 
District leaders to build on  moving forward 

 Modeling and promoting the utilization of data – As the District implements changes to address needs and 
foster its growth, it will be important to effectively measure the impact and success of those changes based 
on the goals being sought.  The well planned use of existing data, as well as designing new metrics, will be 
important in order to analyze the success of these efforts to reach the Strategic Plan goals. 

 New Staff Integration – With so many new staff members, successfully integrating them into Shaker is vital. 
Successful integration requires open and active dialogue by leaders throughout the District to ensure that 
we constructively nurture the values that we espouse.  Additionally, the hiring of new and qualified staff is 
an opportunity to incorporate new ideas and ways of approaching education that were learned outside of 
Shaker. Ultimately, the recruiting of excellent new staff is only the first step; retaining and integrating them 
will pose further challenges and opportunities for the District. 

 
The Year Three Challenge 
It has been exciting to see the Strategic Plan begin taking hold in the District.  Navigating the continued 
implementation of the Strategic Plan in every building, measuring its success, and adapting its elements to 
meet the realities in the classroom, will provide you with both challenges and opportunities in the coming year.  
The Board remains enthusiastically convinced that you have the skills and desire to continue building the 
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District’s capacity and strengths to help every student and reach the Vision and Aspirations our community set 
forth. 
 
Next Steps 
After the Board and you discuss and review this document, we will develop a set of 2015/16 expectations 
rooted in the Strategic Plan and reflecting our shared goals for the academic year. These expectations should 
form the basis for your development of a one-year Action Plan.   
 
Your leadership of, and enthusiasm for, both the District’s strengths and its tremendous potential continue to 
drive us in the right direction, namely, the delivery of an equitable and excellent education filled with 
exploration for all Shaker students.  Thank you for your continued efforts as we all build an ever more exciting 
future for 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:  Developing a shared vision for the District, reviewing progress and revising strategies for 
achieving District Goals. 
 
Developing a shared vision for the District– You maintained a clear focus on the Strategic Plan and the Vision 
and Aspirations it sets forth for the District.  With continual effort this has become a core part of how the 
District views itself and is seen by others.  
 
Reviewing progress and revising strategies for achieving District Goals – You have continued to make the 
Strategic Plan a living document which guides the District based on its initial goals as modified by events on the 
ground.   
 
Some of the comments shared by those providing feedback add additional perspective on your performance of 
this standard: 
 

 “Superintendent has worked hard and effectively at creating and moving forward with a vision for the 
District.” 

  

  “The plan is flexible and adaptable which enhances its usefulness.” 
 

 “I think the District is on a trajectory for learning and transition, with good progress and typical snags.” 
  

 “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: Expecting, modeling and supporting the effective use of data. 
Expecting, modeling and supporting the effective use of data– Focusing on establishing baselines and tools for 
measurement as new initiatives are instituted will not only help measure the success of programs but will also 
help foster a belief in the practical applications of data within the District.  
 
 
 
Standard 2: Communication and Collaboration 
 
Area of Strength:  Open and collaborative communication. 
 
Open and collaborative communication.– While there were some significant issues with communication during 
the course of the year, your efforts to address those issues and your willingness to collaborate shone through.  
The use of Interest Based Bargaining during contract negotiations, interview panels for open positions, 
committees to address District needs, and open dialogues with the Board, staff and stakeholders show an 
exemplary interest in creating an open and collaborative environment.  
 
Feedback comments on this standard reinforce this belief:  

  

 “He is an open and always willing to listen to everyone. The labor negotiations and listening tours are 
an example of excellent efforts to achieve positive communications. He also learned from some 
challenges that occur for any CEO.” 



 

  MEMBERS OF THE BOARD:  
  WILLIAM L. CLAWSON II Dr. TODD C. DAVIDSON ALEX LISTON DYKEMA  REUBEN HARRIS, JR.  ANNETTE TUCKER SUTHERLAND 

 

 “I applaud his open meetings and willingness to be put on the hot seat in public.” 
 

 
Areas of Opportunity:  Demonstrating communication competence with all stakeholders; developing, 
implementing and maintaining an effective communication system.  
 
Demonstrating communication competence with all stakeholders:  The end of the year showed remarkable 
growth in this area and set a solid foundation for the coming academic year.  Even with this achievement, 
connecting with all stakeholders, especially those within the District will remain an ongoing challenge. The 
unique attributes of Shaker Heights, makes this area especially important.  We believe that this is an area 
where significant growth has already taken place and which will become an area of great strength in your 
overall performance.  
 
Developing, implementing and maintaining an effective communication system. Just as important as personal 
communication is the development of an effective system of communication.  Working with the new Executive 
Director of Communications and Public Relations to develop this system over the coming year will streamline 
efforts in the future and avoid the unnecessary issues caused by miscommunication.  
 
Some feedback comments to illustrate this potential include: 
 

 “We certainly have a "document" that defines our vision. However, engagement and buy-in to that 
vision and the work to get there varies widely between buildings and staff within the buildings. “ 

 “Superintendent is a very effective and strong communicator but there have been issues with 
communications in the system that he has addressed and largely corrected.” 

 “…he is a naturally good communicator, but Shaker is a complex district; he needs to spend more time 
being deliberate about how to communicate with different audiences.” 

 “Not everyone perceives what Dr. Hutchings says the same way he does. Being aware that "speaking 
the truth" is different than connecting with community members, administrators, and teachers.” 

 
 
 
Standard 3: Policies and Governance 
 
Areas of Strength:   
This is a Standard seen as an area of strength with nearly uniform agreement.  You have advocated for children 
and families, modeled and expected professional conduct, addressed societal educational trends and reviewed 
and developed new polices for the District.   
 
As one respondent put it, “The policy work of the Board and Superintendent is truly exceptional. The 
discussions were thoughtful, substantive and focused. Best I have seen in my career. A model of great 
governance.” 

 
Areas of Opportunity:  Implementation 
As the Board reviews, revises and approves a new Policy Manual for the District it will create the need for new 
guidelines and practices to ensure the policies are implemented with consistency and fidelity across the 
District.  
 
 
Standard 4: Instruction 
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Areas of Strength: the development and implementation of high quality standards based instruction, high 
quality professional development for all staff.  
 
Development and implementation of high quality standards based instruction:  In a year marked with significant 
staff transitions, overwhelming State mandated testing, and the natural challenges of transition, you instilled a 
focus on the continual improvement of the District’s instruction.  
 
High quality professional development for all staff: A key element of improving instruction is the focus on 
continual learning for the entire staff.  Despite some initial hesitation on the part of staff members, your efforts 
here won uniformly high praise, including:  

 

 “PD was an area where many kudos were provided early in the year. Continuing to provide more time 
for PD and allowing it to be driven by what our teachers need, will help this to be an area where Dr. 
Hutchings continues to score well.” 

 
 
Area of Opportunity: Continued establishment, implementation and monitoring of District-wide curriculums.  
 
This is a necessary process which is already underway.  Using an enhanced system of communication and 
building off of this year’s successes, including the IB authorization, will move the District forward towards its 
goals.  As one respondent put it “I see this as a work in progress, with terrific progress and some snags.” 
 
 
Standard 5: Resources 
 
Areas of Strength:   
 
Once again, this was an area uniformly seen as a strength.  From the continued efforts to limit non-essential 
expenses, to the new system for hiring and review of applicants, to the beginning of a long term facilities plan, 
the community and Board applauds your efforts and achievements. As one respondent summarized the year, 
“the District successfully hired more staff than in previous years with an undermanned HR department. The 
Superintendent and Treasurer collaborated to generate District savings and reallocate funds to priority areas. 
The Technology Department was restructured to meet the needs of the District. The District developed a 
deliberate process for capital planning for facility improvements.” 
 
Area of Opportunity:  Communication of hiring decisions 
 
The new interview process is lengthier and more detailed than in prior years.  While many people throughout 
the District can now see the benefits of this process, there has been some frustration with delays in filling 
positions and uncertainty regarding how and when final decisions are made.  Working to further institutionalize 
this process, creating clear and transparent guidelines and expectations for involvement, and continuing to 
focus on communication and inclusion of key personnel will provide increased overall support.  


