Who Should Read

Heads of School
EAB
-J -

WORKBOOK

Leadership Team
Role Reviews

Independent School Executive Forum

Learn a process for aligning leaders’
responsibilities with strategy




Independent School Executive Forum

Project Director
Sharon Rosenfeld

Contributing Consultant

Rachel Brown

Executive Director
Meredith McNeill

©2022 by EAB. All Rights Reserved.

Legal Caveat

EAB Global, Inc. ("EAB"”) has made efforts to
verify the accuracy of the information it provides
to partners. This report relies on data obtained
from many sources, however, and EAB cannot
guarantee the accuracy of the information
provided or any analysis based thereon. In
addition, neither EAB nor any of its affiliates
(each, an “EAB Organization”) is in the business
of giving legal, accounting, or other professional
advice, and its reports should not be construed as
professional advice. In particular, partners should
not rely on any legal commentary in this report as
a basis for action, or assume that any tactics
described herein would be permitted by applicable
law or appropriate for a given partner’s situation.
Partners are advised to consult with appropriate
professionals concerning legal, tax, or accounting
issues, before implementing any of these tactics.
No EAB Organization or any of its respective
officers, directors, employees, or agents shall be
liable for any claims, liabilities, or expenses
relating to (a) any errors or omissions in this
report, whether caused by any EAB Organization,
or any of their respective employees or agents, or
sources or other third parties, (b) any
recommendation by any EAB Organization, or (c)
failure of partner and its employees and agents to
abide by the terms set forth herein.

EAB is a registered trademark of EAB Global, Inc.
in the United States and other countries. Partners
are not permitted to use these trademarks, or
any other trademark, product name, service
name, trade name, and logo of any EAB
Organization without prior written consent of EAB.
Other trademarks, product names, service
names, trade names, and logos used within these
pages are the property of their respective
holders. Use of other company trademarks,
product names, service names, trade names, and
logos or images of the same does not necessarily
constitute (a) an endorsement by such company
of an EAB Organization and its products and
services, or (b) an endorsement of the company
or its products or services by an EAB
Organization. No EAB Organization is affiliated
with any such company.

IMPORTANT: Please read the following.

EAB has prepared this report for the exclusive use
of its partners. Each partner acknowledges and
agrees that this report and the information
contained herein (collectively, the “Report”) are
confidential and proprietary to EAB. By accepting
delivery of this Report, each partner agrees to
abide by the terms as stated herein, including the
following:

1. All right, title, and interest in and to this
Report is owned by an EAB Organization.
Except as stated herein, no right, license,
permission, or interest of any kind in this
Report is intended to be given, transferred to,
or acquired by a partner. Each partner is
authorized to use this Report only to the
extent expressly authorized herein.

2. Each partner shall not sell, license, republish,
distribute, or post online or otherwise this
Report, in part or in whole. Each partner shall
not disseminate or permit the use of, and shall
take reasonable precautions to prevent such
dissemination or use of, this Report by (a) any
of its employees and agents (except as stated
below), or (b) any third party.

3. Each partner may make this Report available
solely to those of its employees and agents
who (a) are registered for the workshop or
program of which this Report is a part, (b)
require access to this Report in order to learn
from the information described herein, and (c)
agree not to disclose this Report to other
employees or agents or any third party. Each
partner shall use, and shall ensure that its
employees and agents use, this Report for its
internal use only. Each partner may make a
limited number of copies, solely as adequate
for use by its employees and agents in
accordance with the terms herein.

4. Each partner shall not remove from this
Report any confidential markings, copyright
notices, and/or other similar indicia herein.

5. Each partner is responsible for any breach of
its obligations as stated herein by any of its
employees or agents.

6. If a partner is unwilling to abide by any of the
foregoing obligations, then such partner shall
promptly return this Report and all copies
thereof to EAB.
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Introduction: Conducting Role Reviews

Regularly reviewing each senior leader’s role helps ensure that their responsibilities and tasks are aligned with the
school’s strategic priorities and helps ensure that each leader’s responsibilities and tasks are clearly differentiated from
one another. If roles are not reviewed regularly, then strategic priorities may not be accomplished, ownership of
strategic priorities may overlap too much or not enough, and leaders may focus their time on tasks outside of their
primary responsibilities. Additionally, as a school’s strategic priorities change, it is important that leaders can adjust,
change, and expand their responsibilities to match what the school needs, while ensuring role workloads are equitable.

To determine if everyone’s role on your leadership team is aligned with your school’s strategy, we recommend reviewing
each senior leader’s role on an annual basis, such as during an employee’s annual performance review, in partnership
with your Director of HR (if you have one). Below, we have outlined a process for reviewing senior leaders’ roles.

o
Role Review Process

]_ Head of School: Share the purpose of the role 4 Head of School and Director of HR: Analyze
review, explaining the ‘why’ behind the process, all the data you've gathered to determine:

with senior leaders. Answer any questions. « If the job descriptions and outcomes should
be updated to align with strategic priorities

Director of HR: Gather internal data about each If leaders’ accounts of their roles align with
role. Consider the following sources for data stated job descriptions and outcomes

collection: If the job descriptions and outcomes of
Current job description and outcomes different leaders overlap too much

Current school strategic plan or list of strategic If job responsibilities and workload are
priorities distributed equitably amongst leaders
Role Review Self-Assessment (see page 4) If there is a leader(s) spearheading each

Interview(s) with the job holder or previous job strategic priority, and if not, who should
holder, with predetermined questions (see page 5) spearhead the priority

Open-ended survey for the job holder or

previous job holder to complete about the job Head of School: Update and share the draft of
(see pa_ge_ 5) ) ) the new job description and outcomes with the
Work diaries or logs, including calendars, to person currently in the role to gather their
examine how job holders spend their time feedback and come to an agreement on any
changes. The description and outcomes should

Director of HR: Gather external data about this clearly connect to strategic priorities.

type of role through researching a variety of

similar, detailed job descriptions from your other Head of School and Director of HR: Finalize

independent schools. Connect with EAB if you and share the new job description with the person

would like us to collect job descriptions for you. currently in the role. Continue to update job
responsibilities to align with strategy as needed.

After reviewing the information gathered for a role review, anyone within your school should have an accurate
understanding of what a person in the stated role does, and how the role connects to the school’s strategy.

Please note: Components of this process are similar to job analyses that HR often conducts. Job analyses are
used to pinpoint the responsibilities, tasks, skills and competencies, goals, and working conditions required
for a particular job. Job analyses are helpful for writing job descriptions, transitioning new employees into
their roles, and supporting employees’ professional growth.

Sources: SHRM, “Performing Job Analysis,” 2022; Indeed Editorial Team, “How To Conduct a Job Analvsis,” Indeed, March 15, 2021; Rochester
Institute of Technology, “lob Evaluation Procedures,” 2022; Drew Millington, “What Is a Job Analvsis & 7 Steps to Conduct One,” Humi, Nov 15, 2019.
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https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/performingjobanalysis.aspx
https://www.indeed.com/career-advice/career-development/how-to-conduct-a-job-analysis
https://www.rit.edu/fa/humanresources/content/position-classification-and-job-evaluation-procedures
https://www.humi.ca/blog-post/what-is-a-job-analysis?visitor_id=bfzqySg3X69wSR

Leadership Team Role Reviews

Exercise #1: Role Review Self-Assessment

Instructions

To help you conduct a role review, use the Role Review Self-Assessment below. It should be sent to every
member of the leadership team to detail their responsibilities. This data will guide the head in identifying who
owns different responsibilities related to the school’s strategic priorities, if there are any gaps or overlaps in
ownership, and if leaders have responsibilities that do not relate to strategic priorities.

Leaders can use their work calendars from the past 3-4 months and their current job descriptions to help them

complete this exercise.

List responsibility

area

List related
task(s)

Describe
connection to
strategic
priorities

Level of

importance in

relation

to strategy
(low/med./high)

Level of
expertise/
experience

needed

(low/med./high)

Choose One Choose One
Choose One Choose One
Choose One Choose One
Choose One Choose One
Choose One Choose One
Choose One Choose One
Choose One Choose One
Choose One Choose One
Choose One Choose One
Choose One Choose One

number of hours,



Leadership Team Role Reviews

Exercise #2: Role Review Interviews

Instructions

To help you conduct a role review, ask your Director of HR to interview each of your senior leaders to discuss
the details of their job. You and your Director of HR should create a standardized set of around 12-15
questions in total. Below are sample questions that could be used. The questions should focus on learning
about each leader’s tasks and responsibilities.

If your Director of HR does not have time to conduct interviews (or if you do not have a Director of HR), the
questions could also be sent as a survey. Please ensure that each interviewee has a copy of their current job
description to review before the interview or before taking the survey.

Example Open-Ended Questions for Job Holders

General Questions

>
>
>

How would you describe your job in 2-3 sentences to someone not familiar with the role?
How well does your current job description reflect the work you are doing?

How has your role evolved since you started?

Workload Questions

>

>
>

How many total hours do you work on average each week? Do these hours fluctuate each week?
Have these hours changed from this year to last year?

How do you feel about the current level of work that you have in your job?

How do you think your workload and working hours compare to other people on the leadership team?

Job Responsibilities and Strategic Priorities Questions

>

>

What are some responsibilities you have held over the past year that do not align with the current
job description and/or job outcomes?

What responsibilities listed in your job description have you not performed in the past year? Do you
think these responsibilities still belong under your role?

How do you see your role connecting to the school’s strategic priorities? Are there ways that you
think that your role could align more closely with the school’s strategic priorities?

Are there other leaders spearheading strategic priorities that you think align more with your role at
the school? Why?

Are there strategic priorities that you are spearheading that you think another leader should be
spearheading instead? Why?

How often do you review how you are spending your time to ensure you are focused on strategic
priorities? Can you easily adjust how you’re spending your time?

©2022 by EAB. All Rights Reserved. 5
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@ EAB

202-747-1000 | eab.com
o @eab @@eab_ o @WeAreEAB @eab.life

ABOUT EAB

At EAB, our mission is to make education smarter and our communities stronger.
We work with thousands of institutions to drive transformative change through

data-driven insights and best-in-class capabilities. From kindergarten to college
to career, EAB partners with leaders and practitioners to accelerate progress and
drive results across five major areas: enrollment, student success, institutional
strategy, data analytics, and diversity, equity, and inclusion (DEI). We work with
each partner differently, tailoring our portfolio of research, technology, and
marketing and enrollment solutions to meet the unique needs of every leadership
team, as well as the students and employees they serve. Learn more at eab.com.
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