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​I.​ ​EXECUTIVE SUMMARY​
​The investigative committee concerning targeted goals and process for the​
​superintendent evaluation for the 2025-2026 fiscal year (Investigative Committee)​
​unanimously proposes that the process align closely with the previous year’s for​
​continuity and consistency, and include:​

​●​ ​A single end-of-year evaluation of the superintendent’s:​
​○​ ​Fulfillment of duties and responsibilities as per his position​

​description; and​
​○​ ​Progress toward a set of metrics, to be known as targeted goals, that​

​ensure the superintendent has clear direction and goals for making​
​progress on the​​Hawaiʻi Public Education 2023-2029​​Strategic Plan​
​(Strategic Plan) and to ensure alignment between the Board of​
​Education (Board) and superintendent;​
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​●​ ​Discussion of particular topics during the evaluation, including consideration​
​for any extenuating circumstances that may arise during the fiscal year and​
​that may impact the superintendent’s performance;​

​●​ ​A rating scale; and​
​●​ ​Timeline.​

​II.​ ​BACKGROUND AND DISCUSSION​
​The employment contract with Superintendent Keith T. Hayashi, as well as section​
​26-52, Hawaii Revised Statutes, require an annual formal evaluation by the Board​
​of his performance.​

​Superintendent Hayashi will be evaluated, for the 2024-2025 school year, by the​
​Board at its September 18, 2025, general business meeting, based on the targeted​
​goals and process approved by the Board at its October 31, 2024, general​
​business meeting.​

​At its August 14, 2025, special meeting, the Board established an​​investigative​
​committee​​for the purpose of conducting information gathering and fact-finding,​
​discussing, and developing recommendations around targeted goals and the​
​process to be used for the next superintendent evaluation, for the 2025-2026 fiscal​
​year.​

​The Investigative Committee is now presenting its findings and recommendations​
​so the Board may take action on them at a subsequent meeting.​

​The Investigative Committee proposes that the process to evaluate the​
​superintendent for the 2025-2026 fiscal year align closely with the previous year’s​
​process for continuity and consistency, and include the following.​

​Evaluation of the Superintendent’s Fulfillment of Duties and Responsibilities​
​Superintendent Keith Hayashi’s employment contract describes five primary​
​duties and responsibilities of the position, each of which include more​
​specific items, as well as a list of other duties and responsibilities (see the​
​position description of the superintendent of education in​​Exhibit A​​):​

​●​ ​Visionary Leadership and Organizational Culture;​
​●​ ​Operations, Resource, and Personnel Management;​
​●​ ​Board Governance and Policy;​
​●​ ​Communication and Community Relations; and​
​●​ ​Equity Advocacy.​
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​Typical evaluations consider whether an individual is meeting the requirements of​
​their employment contract, and whether progress is being made toward achieving​
​a set of goals and/or metrics. They often also include an evaluation of the​
​individual’s performance in areas such as leadership, organizational culture,​
​communications, and community relations – which are covered by Superintendent​
​Hayashi’s current employment contract.​

​Therefore, the Investigative Committee proposes that the superintendent​
​evaluation include a review of whether the requirements of the employment​
​contract are being met, as proposed in section III of this memorandum.​

​Such an evaluation would help ensure there are clear objectives and expectations​
​that align with the responsibilities set out for the superintendent position, and also​
​align with and support the Strategic Plan.​

​Evaluation of the Superintendent’s Progress Toward Targeted Goals​
​An evaluation should also review the superintendent’s progress toward a​
​set of metrics, referred to here as targeted goals, to ensure the​
​superintendent has clear direction and goals for making progress on the​
​Strategic Plan, and to ensure alignment between the Board and​
​superintendent.​

​The recommended targeted goals for the 2025-2026 fiscal year, as described in​
​Exhibit B​​:​

​●​ ​Build upon the targeted goals used for the 2024-2025 school year​
​evaluation;​

​●​ ​Take into account student achievement, including the Department of​
​Education’s (Department) other operations – human resources, and finance​
​and infrastructure – that indirectly support but are foundational to raising​
​student achievement;​

​●​ ​Value and emphasize development and continuous improvement; and​
​●​ ​Ask for clear evidence to support the evaluation.​

​Evaluation Discussion​
​To further guide the Board in conducting its evaluation of the superintendent’s​
​performance, the Investigative Committee recommends that the discussion during​
​the evaluation cover particular topics, as proposed in section III of this​
​memorandum.​
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​Rating Scale​
​The Investigative Committee recommends the Board use the scale proposed in​
​section III of this memorandum for its evaluation of the superintendent’s​
​performance.​

​Timeline​
​The Investigative Committee recommends the Board use the timeline proposed in​
​section III of this memorandum for the superintendent evaluation.​

​The evaluation will be conducted for the fiscal year, as the school year does not​
​encompass the full calendar year upon which the superintendent should be​
​evaluated.​

​This timeline also allows ample time to review school year-end results before the​
​superintendent’s self-assessment and evaluation are conducted. It is important that​
​the superintendent and Board have context to conduct a fair self-assessment and​
​evaluation, respectively. Student achievement data, as an example, is a necessary​
​part of the comprehensive information needed for context, but is typically not​
​available until after the school year is complete.​

​III.​ ​RECOMMENDATION​
​Based on the foregoing, the Investigative Committee unanimously recommends​
​the Board approve the following process for the superintendent evaluation for the​
​2025-2026 fiscal year.​

​Proposed motion: “Moved to approve the targeted goals and process for the​
​superintendent evaluation for the 2025-2026 fiscal year, as explained in​
​Human Resources Committee Chairperson Wesley Lo’s memorandum dated​
​September 18, 2025.”​
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​Superintendent Evaluation for the 2025-2026 Fiscal Year​

​Evaluation of the Superintendent’s Fulfillment of Duties and Responsibilities​
​The superintendent evaluation will include a review of whether the requirements of the​
​employment contract are being met, based on the five primary duties and​
​responsibilities of the position and the associated specifics, as well as the other​
​indicated duties and responsibilities, pursuant to the position description of the​
​superintendent of education (see the contract executed July 26, 2022*, attached as​
​Exhibit A​​).​
​*The contract amendment executed December 2, 2024, did not amend the duties and​
​responsibilities of the position.​

​The evaluation should take into account the superintendent’s self-assessment. The​
​Board may also consider other relevant information and data sources, including that​
​presented to the Board throughout the fiscal year and Board members’ own​
​observations.​

​Evaluation of the Superintendent’s Progress Toward Targeted Goals​
​The evaluation will also include a review of the superintendent’s progress toward a set​
​of targeted goals, described in​​Exhibit B​​.​

​The evaluation should take into account the superintendent’s self-assessment. The​
​Board may also consider other relevant information and data sources, including that​
​presented to the Board throughout the fiscal year and Board members’ own​
​observations.​
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​Evaluation Discussion​
​To further guide the Board in conducting its evaluation, the discussion during the​
​evaluation may also include, but not be limited to, the following topics:​

​●​ ​Noteworthy achievements;​
​●​ ​Progress made toward achieving the other goals and desired outcomes of the​

​Strategic Plan;​
​●​ ​Goals, objectives, and/or projects for the subsequent evaluation period;​
​●​ ​Training or development opportunities for the subsequent evaluation period; and​
​●​ ​Management support desired.​

​In conducting the evaluation, the Board will also consider any extenuating​
​circumstances that may arise during the fiscal year and that may impact the​
​superintendent’s performance.​

​As part of the discussion, the Board and superintendent may also provide comments,​
​ask questions, and make recommendations to each other in the spirit of identifying​
​lessons learned and areas of improvement.​

​Rating Scale​
​The following scale will be used in the evaluation based on the superintendent’s​
​fulfillment of duties and responsibilities, and progress toward the targeted goals:​

​RATING​ ​CHARACTERISTICS​

​Exceeds​ ​Performance exceeds stated expectations or goals.​

​Meets​ ​Performance meets stated expectations or goals.​

​Does not meet​ ​Performance does not meet stated expectations or goals, and​
​requires significant improvement.​

​For the fulfillment of duties and responsibilities, a single rating will be provided.​

​For the targeted goals, each goal will be assigned an individual rating. Then an overall​
​rating, based on these individual ratings, will be determined using the same rating scale.​
​Each targeted goal must be rated “meets” or better to earn an overall rating of “meets”​
​or better.​

​Finally, a cumulative rating will be determined using the same rating scale, based on the​
​rating for the fulfillment of duties and responsibilities, and the overall rating related to the​
​targeted goals. Each of the ratings that factor into the cumulative rating must be “meets”​
​or better to earn a cumulative rating of “meets” or better.​
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​The following explains what this might look like in table format, as an example:​

​EVALUATION ITEM​ ​DESCRIPTION OF​
​EVALUATION ITEM​

​RATING​

​Fulfillment of duties and​
​responsibilities​

​Targeted Goal 1​

​Targeted Goal 2​

​Targeted Goal 3​

​Targeted Goals - Overall​

​Cumulative​

​Timeline​

​DATE​ ​ACTIVITY​
​Fall 2025​
​(General Business​
​Meeting)​

​The Board and​​superintendent​​mutually agree upon the​
​superintendent​​evaluation process.​

​Spring 2026​ ​The Board provides interim feedback to the superintendent.​
​Second half of​
​calendar year 2026​
​(Human Resources​
​Committee​
​Meeting)​

​The superintendent presents their self-assessment, based on the​
​approved targeted goals.​

​Second half of​
​calendar year 2026​
​(General Business​
​Meeting)​

​The Board publicly discusses and comes to consensus on the​
​end-of-year evaluation ratings for the superintendent.​

​The minutes of the meeting serve as the official record of the​
​evaluation of the superintendent.​

​Timeline is subject to change.​
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​Exhibit A​

​Employment Contract​
​Between Keith Hayashi and State of Hawaii Board of Education​

​(executed July 26, 2022)​
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​Exhibit B​

​Targeted Goals for the Superintendent Evaluation​
​for the 2025-2026 Fiscal Year​
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DEPARTMENT OF EDUCATION PERFORMANCE TARGETS 2025-26 

# BOE 
Ctee 

Targeted Goal Evidence Alignment with 
Strategic Plan 
and/or policy  

 
 

1 SAC Improve student achievement, as 
represented by select Strategic 
Plan KPIs. 

1.​ More students attend school regularly 
a.​ More than 76.1% of all DOE students 
b.​ Targeted student groups 

i.​ More than 60.1% of Pacific Islander students 
ii.​ More than 63.9% of Native Hawaiian students 
iii.​ More than 67.4% of students receiving special education 

services 
2.​ Continued rates of growth in student learning, as measured by students 

demonstrating “typical or better growth” on statewide assessments 
a.​ Language arts: 60.9%  
b.​ Mathematics: 60.5%  

3.​ More students demonstrate academic proficiency on statewide 
assessments 
a.​ Language arts: 53.8% 
b.​ Mathematics: 42.2%   

Strategic Plan 
Priority I. 
Desired 
Outcomes 1.2.1, 
1.1.2 and 1.1.3, 
1.1.4 

2 SAC Revise Board policies and key 
Department policies to prepare 
students to graduate globally 
competitive and locally committed 
 

4.​ Presentation to the Board on Revised Vision of Hawai‘i Public High 
School Graduate for approval 

5.​ Presentation to the Board on Department’s plan for financial literacy for 
students. 

Strategic Plan 
Priority I. 
Desired 
Outcome 1.3.3 

3 SAC Increase access to quality 
Kaiapuni education for interested 
students and families 

6.​ New guidance that describes interim plans for reasonable access to 
Kaiapuni education 

7.​ Strategic plan to provide quality Kaiapuni education that meets growing 
demand  

Board Policy 
105-7 and 
Strategic Plan 
Priority I. 
Desired 
Outcome 1.1.4 

4 HR Increase capacity to support 
student learning and operations 
through strategic actions to fill 
positions and plan for high-quality 
educator workforce (i.e., teachers, 
support staff, school 
administrators, complex area and 
state office staff) 

8.​ Presentation to the Board of a revised implementation plan for Strategic 
Plan Priority II to prioritize key strategies, initiatives and key performance 
indicators to achieve high-quality educator workforce in all schools (i.e., 
teachers, support staff, school administrators, complex area and state 
office staff) 

9.​ Prototype of HR KPI dashboard, based on HR Strategic Plan 

Board Policy 
204-1 and 
Strategic Plan 
Priority II 
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DEPARTMENT OF EDUCATION PERFORMANCE TARGETS 2025-26 

# BOE 
Ctee 

Targeted Goal Evidence Alignment with 
Strategic Plan 
and/or policy  

 

5 HR Increase capacity of Office of 
Facilities and Operations (OFO) 
Facilities Development Branch 
staff to plan, execute and report 
on legislatively appropriated CIP 
projects 

10.​Vacancy analysis and plan to fill critical OFO positions 
11.​ Plan to engage contractors strategically for construction projects 
 

Strategic Plan 
Desired 
Outcome 3.2.2 

6 HR Modernize human resources (HR) 
systems 

12.​Plan to modernize HR systems including priority list of functions to be 
updated 

Strategic Plan 
Desired 
Outcome 3.2.3 

7 FIC Stabilize then improve technology 
infrastructure to support 
operations and student learning 

13.​Strategic plan for technology  
14.​Plan to stabilize technology infrastructure   

Strategic Plan 
Desired 
Outcome 3.2.3 

8 FIC Ensure CIP projects appropriated 
in FY2023/FY2024 are 
encumbered 
 

15.​Quarterly reports to Board on status of projects appropriated in FY2023 
and FY2024  

Strategic Plan 
Desired 
Outcome 3.1.1 
and 3.1.2 

9 FIC Monitor status of active CIP 
projects   

16.​Report to the Board by December 2025 on status and plan for active CIP 
projects of $1 million or more that were encumbered prior to 2020 

17.​Report to the Board by June 2026 on status and plan for all CIP of $1 
million or more encumbered prior to 2022 

Strategic Plan 
Desired 
Outcome 3.1.1 
and 3.1.2 

10 FIC Address schools’ needs for repair 
and maintenance 
 

18.​Analysis of schools’ requests for repair and maintenance, by category  
19.​Revision of DAGS-DOE Service Level Agreement to improve timely 

response for necessary repairs and maintenance for Neighbor Islands 

Strategic Plan 
Desired 
Outcome 3.1.2 

11 FIC Develop and present plan for 
increasing purchase of locally 
sourced products 

20.​Business and staffing plan for regional kitchen 
21.​Plan to increase purchase of more fresh local agricultural products and 

local value-added processed, agricultural or food products to achieve the 
state’s goal of 30% local food procurement by 2030 

Strategic Plan 
Desired 
Outcome 3.2.3 
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