
 

 

 

  

 Superintendent Transition Plan 



  

East Maine School District 63’s mission is to empower all children to succeed in a changing 
world. As Superintendent, I will leverage my people-centered, action-based approach to lead 
and support members of our community in realizing this mission, rooted in the beliefs below 
from the 2015 Strategic Plan.  
 
We believe that . . . 
. . . all students can learn, grow, and apply knowledge to become successful citizens. 
. . . teachers are a key factor in students' academic, social, and emotional success. 
. . . student learning benefits from teacher professional growth and learning. 
. . . a safe, nurturing, and engaging environment maximizes students' opportunity to learn. 
. . . our schools are leaders in the community and stewards of the public trust. 
. . . our students benefit from strong school and community relationships. 
 
Our beliefs reflect a holistic approach to educating children within emotionally and 
relationally healthy learning environments where connection, safety, respect, equity, and 
growth are highly valued for all. While I have developed extensive, in-depth knowledge 
about the District and its five communities over the last 11.5 years, stepping into the 
Superintendent’s role requires a new, expanded approach. It is important that this transition 
plan provides opportunities for me to gather student, staff, family, and community 
feedback. Plan implementation will provide leadership continuity, inform our beliefs, and 
guide future goal setting, actions, and results. 

Introduction 

Purpose 
This plan outlines the goals, activities, approaches, and outcomes that will enable me to build 
on my current understanding of the District, knowledge, and skills through engaging a wide 
range of District stakeholders. 
 
Of necessity, my history and experience with the District means that my transition plan will 
look somewhat different as my “learning curve” regarding District structure, personnel, 
operations, finances, and the community will be far less steep than that of a new employee. 
This means that I will have a real opportunity to spend considerable time developing a deeper 
understanding of, and connection with, key audiences.  
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Goals           Build upon my current experience by gaining an  
in-depth understanding of District stakeholder perceptions,  
goals, hopes, and perspectives to better chart a course  
that maintains and enhances our success. 

         Through this stakeholder feedback solicitation,  
identify appropriate District-wide goals and work priorities. 

         Ensure a smooth transition by expanding my job 
shadowing of Dr. Clay. 

#1 

#2 

#3 

         Demonstrate my commitment to leading this community  
with respect and integrity by engaging with individuals and  
groups, listening to feedback, and responding to concerns and  
shared ideas. 

#4 

          Lay the foundation for the development of a new strategic 
plan that guides the District moving forward and builds on its 
success.  

#5 

Timeline 



  An effective plan requires gathering formal and informal data from multiple qualitative 
and quantitative sources to create a comprehensive understanding of the District that  
will enable me - with the administrative team - to build on my current understanding of 
District operations and management, student performance, and school and community 
environments. 

Activities, Timelines & Supports 

Quantitative data sources will include student assessment and outcome  
reports, aggregate survey responses, and financial and human resources 
information. 
 

Qualitative information will be gathered through interviews, surveys, 
meetings, and focus groups designed around common questions. Prior  
to initiating any feedback tool, individuals and groups will be identified  
and questions developed, along with an appropriate model for collecting,  
organizing, and analyzing responses. 

     

    Present a report to the Board that summarizes what was 
    learned, including how stakeholders view the District, our 
    goals, obstacles to achieving them, and actions needed to 
    achieve success in the future. Based on what is learned, I will 
    present proposals for system responses to significant issues 
    and how to align these actions to District mission and beliefs. 
 

  Once the interviews are complete at 
  the conclusion of Phase II: Entry, I will: 

    Verify the analysis and adjust proposals as needed through 
    follow-up discussions with key groups and individuals to ensure 
    accuracy and appropriateness. Any adjustments will be shared 
    with stakeholder groups. 

    Work in cooperation with the Board to develop a detailed 
    strategic plan for the next three-five years. 



  

A District’s goals, beliefs, and vision are dynamic and this Transition Plan is  
no different. Goals and activities will be woven into the wide range of 
Superintendent work responsibilities and, over time, may be adjusted to  
better reflect and address emerging needs. 

      Key Transition Plan Groups & Goal Areas: 

      Board of Education 
 

      Student Development & Achievement 
 

      Staff 
 

     Administrative Team 
 

     Community & Public Officials 
 



 

  

January 2023 
 

January -             
June 30, 2022 
 

     

1. To establish norms for communication and the working relationship between the  
Board and Superintendent. 

2. To enhance working relationships between individual Board members and the  
Superintendent. 

3. To ascertain the Board’s priorities for the District. 
4. To initiate the strategic planning process that will guide future District actions. 

 

1. Meet with Board President and Vice-President to provide leadership continuity, clarify 
roles and expectations, and determine how to best work together (Ongoing, but 
beginning January 2022). 

2. Conduct in-depth interviews with individual Board members (April-August 2022). 
3. Conduct school visits with interested individual Board members (Beginning September 

2022). 
 

Transition Activities  

1. We've worked together for several years. But share with me anything you'd  
like me to know about you. Why did you seek election to the Board? What  
do you hope to accomplish as a Board Member? 

2. Are the District goals on target? What stands in the way of meeting them? 
3. What do you see as the two-three most important next steps for the District? 
4. What has worked well in the Board-Superintendent relationship that you  

would like to see continue? 
5. What are your expectations of me as Superintendent? 
6. What can I do to support the Board and help it function effectively? 
7. What makes you really proud of the District? What concerns do you have? 
8. What additional information would you like to know about me? 

Potential Interview Questions  

Objectives  

Board of Education 
I have enjoyed positive and productive relationships with Board members for several years. 

As Superintendent, my goal would be to enhance and build on these relationships. 

 



 

 

  

January 2023 
 

July 1 -            
December 31, 2022 
 

January -             
June 30, 2022 
 

      

1. Review District's instructional program and learning environment at a granular level. 
2. Identify strengths and opportunities to improve student access to high-quality learning, 

co-curricular, and extracurricular activities. 
3. Focus on how to best enhance student social, emotional, and behavioral growth. 

 

  

1. Meet with District and building-level instructional leaders to discuss achievement  
data, current goals, and priority areas for addressing the needs of students (Ongoing). 

2. Conduct regular visits to every school and the Family Resource Center throughout  
the year, including the summer (July 2022-June 2023). 

3. Routinely observe instruction, interact with staff, and meet with principals and  
assistant principals (Ongoing). 

4. Conduct summer school visits with summer school administrator(s) (July 2022). 
5. Participate in the Multi-Tiered System of Supports Design Team group (Ongoing). 
6. Review general education, at-risk, and special education program designs (July- 

December 2022). 
 

Transition Activities  

  

1. What patterns or trends exist in student performance data? 
2. What can you tell me about student learning that the data  

can’t tell me? 
3. In our observations of student learning, what did you notice  

about the environment and strengths and areas for growth  
in the instructional program? 

4. What can the District do to support emotionally and  
relationally healthy learning environments? 

5. When children are not developing in typical ways, what  
thoughts do you have about how to best meet these  
students’ needs? 

6. What are the strengths and areas for growth in our Multi- 
Tiered System of Supports? 

 

Student Development & Achievement 
The activities below are designed to build on the progress the District has made in raising student  

achievement by way of a more comprehensive understanding of our strengths and areas for growth. 

 Objectives  

Potential Interview Questions  



 

 

  
January -             
June 30, 2022 
       

1. Assess staff engagement, needs, and strengths of staff.  
2. Support, develop, retain, and hire high-quality staff.  
3. Clearly communicate expectations for District employees. 
4. Continue to provide transparency, clarity, and open communication. 

  

1. Use information from the January 2022 Staff Engagement Survey to identify engagement, 
needs, and strengths staff see in themselves and the District (January 2022-June 2022). 

a. The survey will be followed by school focus groups that will elicit more detailed 
information. 

2. Meet with staff at each school to share key information about the transition and District-wide 
expectations, and solicit feedback specifically about the transition (January-December 2022). 

3. Identify how to best support staff as they seek to enhance student development and 
achievement (Ongoing). 

4. Meet with individual teachers or teams as requested (Ongoing). 
5. Continue to meet with leadership of all employee unions (Ongoing). 
6. Attend New Teacher Orientation session (August 2022). 

 

Transition Activities  

 

1. What can I, or the District, do to help you be more effective in your work with students? 
2. Do you have the tools, resources, and support to effectively do your job? 

a. If “No”: What training, tools, resources, and/or support would you have liked or  
needed that you are not getting? 

3. Are there procedures, policies, or rules here at the District that don’t make sense to you? 
4. What do you see as the strengths and challenges in your students, classroom,  

and school? 
5. What is the most important thing to preserve in our schools? What is the most important  

thing to change? 
6. What has been or is most difficult for you in your position? What brings you the greatest  

pride? 
7. Are there areas of decision-making, processes, or practices which are unclear? 

 

Potential Interview/Focus Group Questions  

Staff 
We have a talented and dedicated staff, and the District has strong and effective working relationships  
with its employees. To maintain these relationships, it is critical that the Superintendent be supportive,  

responsive, and available to employees. The activities below will be used to best ensure that we are  
hiring, retaining, supporting, and developing our people to serve our students most effectively.  

 Objectives  



 

 

  

January 2023 
 

July 1 -            
December 31, 2022 
 

January -             
June 30, 2022 
 

       

1. To identify new key issues at the building and District levels, including school safety, climate, 
and student achievement. 

2. To enhance understanding of the norms, values, and procedures that govern the workings of 
the administrative team, and, as necessary, make adjustments. 

 

  

1. Conduct one-on-one interviews with all administrators (January-July 2022). 
2. Coordinate a retreat with the administrative team (Summer 2022). 
3. Spend time in each school to observe instruction, interact with staff, and meet  

with principals and assistant principals (January-December 2022). 
4. Audit current District and school safety measures, including COVID-19  

mitigation strategies (May-July 2022). 
5. Expanding my job shadowing of Dr. Clay (January-June 2022). 
6. Meet bi-monthly with central office administrators to monitor goals and  

collaborate on key initiatives (Ongoing). 
7. Meet bi-monthly with Assistant Superintendents (Ongoing). 

 

  

1. We've worked together for several years. But share with me anything you'd like me to 
know about you.  

2. What can I do to help you be more effective in your position? 
3. What would you most like to accomplish in your position? 
4. What do you see as the key issues in program, personnel, and school-community 

relationships? 
5. What is the most important thing to preserve in our schools? What is the most important 

thing to change? 
6. What has been or is most difficult for you in your position? What brings you the greatest 

pride? 
7. What changes, if any, in working relationships or job structure do you see as necessary? 
8. What is the current nature of relationships between the Superintendent/central office, 

central office/principals, and central office/community? 
9. Are there areas of decision-making that are unclear? 

Potential Interview Questions  

Administrative Team 
Over the course of my time at the District, we have built a skilled and dedicated administrative team.  

We work together productively to effectively serve students; activities below will be used to  
maintain and build on this positive working relationship while maximizing administrator effectiveness. 

 Objectives  

Transition Activities  



 

 

January 2023 
 

July 1 -            
December 31, 2022 
 

January -             
June 30, 2022 
 

January -             
June 30, 2022 
 

     

1. To be highly visible within our internal and external communities, raising awareness  
about the District itself and positioning the Superintendent as a local leader. 

2. To be a visible presence at all of our schools in order to build positive relationships  
with a wide range of parents and parent leaders. 

3. To strengthen current relationships with the broader, external community  
(community partners, local leaders, media outlets), to build partnerships and solicit  
feedback, questions, or concerns. 

4. To develop positive relationships with elected officials to share and solicit feedback,  
questions or concerns. 

  

1. Create formal and informal “meet and greet” opportunities to interact with parents and 
school leaders. 

a. Attend individual PTO meetings and events as invited (August 2022-June 2023). 
b. Attend PTO Presidents Council meetings (Ongoing). 
c. Attend back-to-school events, including Open Houses and celebrations (Ongoing). 

2. Attend school activities, including athletic events, musical performances, plays, book fairs, 
STEM nights, and more. (July 2022-June 2023). 

3. Schedule and attend meetings with community officials including local officials, state 
legislators, and federal representatives to further develop connections between the District 
and community organizations, agencies, and governmental bodies  (July 2022-June 2023).  

4. Be a visible, regular presence at community events and celebrations (July 2022-June 2023). 
5. Continue to develop partnerships with universities to bring prospective teachers to the 

District for training (e.g., student teaching) (Ongoing). 
6. Participate in events with advocacy groups (e.g., ED-RED) and local and state officials (July 

2022-June 2023). 
 

Transition Activities  

1. What do you already know about our District? What are your  
perceptions of our work and our role in the community?  

2. Are there ways that you feel we could expand or begin a partnership?  
3. How can the District support your work/your organization?  
4. What is most important to preserve in our schools? What is most  

important to change? 
5. Is there pending legislation that might impact our District? 

Potential Interview Questions  

Objectives  

Community & Public Relations 
Our culturally rich and diverse communities, and families are all great strengths for our District. The activities  

below will deepen and expand relationships with our five municipalities and families to the benefit of all. 


