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Who we are

Two chairs, one document

The counselor's chair
Kate Cottrell

• International college counselor at a 
school that had never had one

• Inherited a profile written for families, 
not admission readers

• Rebuilt the grade data at a school with 
no numerical grades

• Has helped develop 11 school profiles

The reader's chair
Courtney Salazar

• Reads files from systems she has never 
seen

• Has minutes, not hours, per profile

• Wants context, not your best students

• Says plainly what helps and what she 
skips



Run of show

Where we're going

5 min Why this document matters A tight framing — no convincing needed

15 min Real profiles from the region With the distribution graph in focus

15 min When there are no numbers A distribution built from descriptors

8 min Getting your school to say yes Where profile projects actually stall

12 min Discussion Your profiles, blockers and questions



Participation

Before we start: three questions

Hands up. No wrong answers, and no one is keeping score.

1

Who wrote your 
current profile?

• You did

• Someone before you

• No idea

2

When was it last 
really updated?

• This year

• 2–3 years ago

• Longer

3

Does it have a grade 
distribution graph?

• Yes

• No

• Not sure what that is



Framing

The document read before your student

It arrives with every 
application

The only chance your 
school gets to speak for 
itself.

It answers what a 
transcript can't

Was that course load 
hard? Is that grade strong 
here?

Silence gets filled 
with assumption

A vague profile doesn't 
stop the reader. They fill 
in the blanks.

A profile doesn't make a student look better. It makes a student legible.



Framing

The school profile is not a brochure

The Brochure The Profile

Written for Prospective families Admission officers

Its job To persuade To contextualize

Its voice Aspirational, warm, visual Factual, plain, specific

Its length As long as it's beautiful Two pages is ideal

Many international school profiles are a brochure wearing a profile's name.



Framing

What makes a super school profile

1 Student 
demographics

2 Curriculum and 
graduation 
requirements

3 Language of 
instruction

4 Grading scale

5 Where students 
enroll

6 Counselor 
contact

7 CEEB code 8 The grade 
distribution 
graph

Take thirty seconds. Count how many of these eight your own profile actually has.



Real profiles

Read it the way a reader reads it

Courtney's first ninety seconds with a profile she has never seen

1

Locate the 
school

Country, 
curriculum, size, 
language.

2

Find the scale

If it takes more 
than fifteen 
seconds, I'm 
guessing.

3

Place the 
student

Where does this 
grade sit among 
peers?

4

Check what 
was available

Could this student 
have taken more?



Real profiles

Profiles from the region

Your turn
60 seconds, silent

• What did you learn?

• What did you guess at?

• Where did your eye go?

• What would you cut?

Then: shout it out.











Real profiles

What the room found

Landed

• Grading scale stated near the top

• Courses shown with how many take 
them

• Matriculation as a range, not highlights

• A distribution graph with its n

• A named counselor with a real email

Left us guessing

• Grades in words, no number anywhere

• A scale that shifts between divisions

• Admissions listed, not enrollments

• A graph with no axes or cohort size

• Four pages of photos, one of data



Real profiles

The distribution graph does one job

It makes an 85 at your school legible
next to an 85 from anywhere else.

Without it

• They see the grade

• Not if it's common here

• They compare to 
schools they know

With it

• They see the grade in 
context

• Top students stand out

• Students are compared 
to peers

Why it's rare

• Needs clean multi-year 
data

• Can expose grading 
patterns

• Nobody owns it



Real profiles

One student, three schools, the same 85

School A

5% 9%
18%

68%

<80 80–8485–89 90+

68%
of grades are higher

School B

25% 26% 27% 22%

<80 80–8485–89 90+

22%
of grades are higher

School C

53%

22%
13% 12%

<80 80–8485–89 90+

12%
of grades are higher



Real profiles

When the graph works against you

No cohort size

Eleven students isn't a 
distribution.

No scale stated

Bars labeled 1–7 with no 
key.

Every year blended

Grades 9 and 12 pooled 
into one shape.

Only the top band

"42% earn an A" is 
marketing, not data.

Unlabeled axes

Percent of students, or of 
grades?

A new shape yearly

It can't be compared to 
itself.



Participation

Turn and talk

Three minutes · in pairs

Think about the grade data on your own profile.

• Could a reader place one of your students?

• Is the gap data, design, or permission?

• Which failure mode is yours?

We'll take two or three answers before we move on.



Kate's process

What if there are no numbers?

Our descriptor National (MEN)

Excellent Superior

Outstanding High

Good Basic

Acceptable Basic

Insufficient Low

Five descriptors. Four national levels.

The position I was in

• No international college counselor, ever

• Rivals whose schools send a number

• A grading section of words explaining 
words

• A deadline: before application season



Kate's process

What I actually found when I arrived

A rubric, not a 
grade

A 1–4 scale per 
skill. Great for 
learning, not for 
universities.

Formative, 
then one 
grade
Only the year-end 
descriptor 
reaches the 
transcript.

No number 
anywhere

No percentage, 
no GPA, no rank.

But it was 
consistent

Same five 
descriptors, 
grades 8–11, 
every subject.



Kate's process

The decision that made it all possible

The equivalency we built

Excellent = 4.0 A+

Outstanding = 3.6 A−

Good = 3.2 B

Acceptable = 2.8 C+

Insufficient = 2.4 F

The version we didn't publish

A simple count of Excellents, Outstandings and 
Goods. Nothing to convert, nothing to defend.

Why we chose numbers

An unknown school with no published test 
scores. A number lets a reader place one 
student.



Kate's process

Then the part that took hours

1 Type in every grade Every student, subject and year, by hand

2 Convert each one Replace each descriptor with its number

3 Calculate the GPAs Cumulative GPA across four years

4 Build the distribution Bin, count and draw the graph

5 Write every transcript Descriptor, number, letter and GPA

None of it is difficult. All of it is slow — and one wrong cell changes a 
student's GPA.



Kate's process

What changed when I handed it to AI

What I give it

• The school's transcript format

• Every student's grades, as issued

• The equivalency table I built

• Then I check it against the source

What comes back in ~30 minutes

• Every transcript, filled in

• A workbook of converted grades

• Every cumulative GPA

• The distribution chart

AI compressed the labor, not the judgment.
The equivalency is still mine.



Kate's process

The graph, as published

Acceptable Good Outstanding Excellent

5

10

15

20

0

Students

0 0
2

8

19

10

6

2

2.4 2.6 2.8 3.0 3.2 3.4 3.6 3.8 4.0
C C+ B− B B+ A− A A+

Counts, not %

With 45 students, counts 
beat percentages.

The n is printed

Forty-five, on the graph 
itself.

Three scales

GPA, letter and descriptor on 
one axis.



Kate's process

One page, doing three jobs at once

Page 3 of the Alcaparros profile, in order

1 First, the scale

The school's own words 
first, then the GPA and 
letter.

2 Then, the graph

Directly below, so the 
bands are already defined.

3 Then, the caveat

The conversion is an aid to 
reading, not official.

Order is the whole trick: scale, graph, then honesty.
A reader who starts at the top never has to guess.



Kate's process

Make it defensible

Print the reasoning next to the graph. It's a few lines.

✓

The cohort

Which students, 
which years, how 
many

✓

The scale

What the bands 
mean, in your 
terms

✓

The method

How descriptors 
became numbers

✓

The contact

A named person 
who will answer



Kate's process

Two paragraphs worth copying

On the conversion

The GPA and letter-grade columns are our 
attempt to express Alcaparros grades in 
terms an international reader will 
recognize. They are not an official 
conversion, and no conversion is exact. The 
Alcaparros descriptor and its rubric 
definition are the authoritative record of 
what a student achieved.

On timing

Because summative grades are issued at 
the close of each academic year, the most 
recent complete grades available during 
the northern-hemisphere application 
season are from Colombian grade 10. 
Admissions teams with questions are 
warmly invited to contact our International 
College Counselor directly.



Buy-in

Why profile projects stall

Nobody owns 
it

It sits between 
counseling, the 
registrar and 
marketing.

The registrar 
has no time

Real work, no 
budget, no 
release time.

Leadership 
sees 
marketing
They'll treat your 
ask as a design 
request.

Someone fears 
the data

A graph shows 
grading patterns. 
Not everyone 
wants that.

Three are logistics. One is politics. Diagnose before you email.



Buy-in

Who you need, and what they care about

Head of School
Reputation, outcomes

"Our students are read without context peer schools provide."

Academic Director
Consistency

"We need one grading scale we can state and defend."

Registrar
Workload, accuracy

"I need one export, once a year. I'll do the rest."

Marketing / Comms
Brand control

"You keep the design. This is a different document."

IT / Data
Access, privacy

"Here's exactly what data I need and who will see it."



Buy-in

Make the ask small and the evidence real

Don't say

• "Our profile is weak."

• "We need to redo it all."

• "Other schools do this."

• "Pull all the grades for me."

Say

• "Our students are read without 
context."

• "One page, one graph, this year."

• "Here's what a reader sees next to us."

• "One export a year. I'll do the rest."

Walk in with
A peer school's profile, 
printed

One sentence from an 
admission officer

One of your students 
as the example



Buy-in

If you do nothing else this year

1

Audit

An hour with your 
profile and the 
checklist. The 
gaps are your 
project.

2

Fix one thing

State the grading 
scale plainly, near 
the top.

3

Show evidence

One peer profile 
and one sentence 
for your head of 
school.

4

Ask for more

One win turns the 
next ask into a 
continuation.

Nobody approves a rebuild. People approve a next step.



Discussion

Over to you

Bring us your profile, your data problem, 
or your blocker

• What on your profile are you unsure about?

• What does your grading do that surprises 
readers?

• Who would say no — and to what?

• Courtney: what do you wish every profile had?

• What worked for you that we didn't cover?

Stay in touch

Kate Cottrell
kate.cottrell@alcaparros.edu.co

Courtney Salazar
csalazar@ColoradoCollege.edu

[ QR code: slides and the 
methodology write-up ]


	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17
	Slide 18
	Slide 19
	Slide 20
	Slide 21
	Slide 22
	Slide 23
	Slide 24
	Slide 25
	Slide 26
	Slide 27
	Slide 28
	Slide 29
	Slide 30
	Slide 31
	Slide 32

