Make Your Schools
Healthy;
Put your Strategic Plan on a Diet

Randy Squier, Superintendent
Coxsackie-Athens CSD.

Desired Outcomes
• Take away strategies to simplify your strategic plan to gain
better results now.
• Understand the key questions your leadership team must
ask and come to agreement on the answers to, in order to
build clarity within your schools.
• Implement a communications plan to build coherence
throughout the organization in order for everyone to
understand the direction being taken.
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Size of the Plan
“The size of a
strategic plan is
inversely
proportional to
what is actually
accomplished in
an organization.”

-Doug Reeves

Build a Leadership
Team

Leadership Team:
• Accept Accountability

• Focus on Results
• Have Commitment

• Trust & Be Trusting
• Handle Conflict

Create Clarity

Why do we exist?
• As we look at our vision and mission statements, are we comfortable
using these to back up our actions?

• Do these statements, especially our mission, clearly say why we are
here each day?

Mission:
The C-A community works collaboratively to create personalized
learning opportunities. We develop self-directed college and career
ready students who are prepared to succeed in our global society.
Vision
C-A inspires learners to achieve extraordinary success.

How do we behave?
• What are our core values?
• Our core values are how we truly behave and will not tolerate
deviation from these. We are willing to be punished for staying true
to our core values.
• Are these traits inherent or natural for us or is it something that we
have to work hard to cultivate, in which case they might be
aspirational values.
• Would we be credibly able to claim 99% of the time we are
committed to this value? If not maybe it is a permission to play
value

Identifying our Core Values
1. Identify employees who embody what is best about your district.
1.

What makes those folks so admired?

2. Identify employees, who though may be talented, are no longer a
good fit.
1. These are folks who add value when absent.
2. What is it about them that makes them a distraction and problem?

3. Do we embody the traits we are looking for in our core values?

Core Values
• Empathy: We understand each child has a story and by
getting to know each of our students our EMPATHY for their
challenges and successes guides our support for them. We also
have empathy for our colleagues, not only when they are
facing challenges but also when they are out in front leading
us.
•

Gratitude: We have GRATITUDE in knowing we have an
enormous responsibility each day to help kids be successful
and there is no better satisfaction than working in a school
where kids come first.

• Take Positive Action: We know that in order for us and our
students to continually improve we must have hope and TAKE
POSITIVE ACTION for ourselves and every kid, every day.

What do we do?
Simple question, right?
Create a simple, no adverbs statement about what we do.

What we do:
We help EVERY KID be successful, EVERY DAY.

How will we succeed?
• Are our strategic anchors sufficient, and accurately portray the work
we need to do?

Professional
Learning Communities

5
What Matters Most, Right Now
• If we accomplish only one thing in six months, what would it be?

• What must be true six months from now for us to look back and say
with any credibility that we achieved success?
• What strategies do we need to carry out as a team for this to occur?
• How will we know we have met our target?

Right Now
Action Steps
Strategies
Annual Targets
3 Year Goals
• District Level

• Building Level

Who is
Accountable

Who Does What?
• Monitoring Work

• Tracking Results
• Reporting Results

Who Does What?

Action Steps
Strategies
Annual Targets
3 Year Goals
• District Level

• Building Level

Who is
Accountable

Over Communicate

Overcommunicate Clarity
● Word of Mouth
○ Cascade message
■ Consistency of
message
● Not robotic,
instead key points
■ Timeliness of delivery
● Same window in
all buildings
■ Live-real time
communication
● Face-face,
preferably in
groups

• Leadership team:
■ Commit to what is to be shared.
This will help make sure you are
on same page.

• -teacher leaders• association leaders• teachers and staff

Our Jobs for Communication
• Clearly understand:
● Why we exist
● What we value

● What we do
● How we will succeed
● What matters most, now
• Regularly remind people the
answers to above statements

• We leave our meetings with
clear agreed to agreements
about our next steps and how
we
will
communicate-cascading those messages
quickly after decisions.
• All staff can articulate to us
the district’s vision, mission,
goals and anchor strategies

Reinforce Clarity

Reinforce Clarity
In addition to how we communicate with people in our schools, we
must examine all facets of our operations to make sure they align
with our vision, mission, values, goals and anchor strategies.

Reinforce Clarity
● New staff is hired based on our values
● New staff is oriented to our vision, mission, values,
goals, strategies
○ How do we re imagine new teacher training and
the first 2 years of a teacher’s work ?
● We set clear goals and expectations for all staff aligned
with V-M-V-G-S
● Staff who do not fit our values are coached out. Those
who fit our values are coached up.
● Recognition is aligned to our V-M-V-G-S

Personal Growth

Be an Entrepreneur
To move towards our 2019 district goals we need to keep our eyes on the actions
in the classrooms that have caused us success. We want multiple solutions, lots
of innovation. That’s where the entrepreneur idea comes in. Every teacher and
administrator becomes an entrepreneur through designing his/her own
prototype. Setting a goal/project that matters most, now.

I’d like to see us return to this practice since it is important to allow each
teacher to be an entrepreneur, so they can innovate(putting creative ideas into
practice) in an environment where greater student performance is celebrated,
regardless of whether the aim high targets were reached. A culture where even
though someone may have not hit their target, it was rewarding to them to
know that they had done everything they could to move every student as far
ahead as possible.

Goals & Targets
Destination and Road Markers

Goals for 2019
• 93% of students will complete high school.
• 100% of students will engage in community
service annually.
• 88% of students in grades K-8 will be reading at
or above grade level.

Goals for 2019
•

Students will meet or exceed grade
level/building standards for thinking and learning
for understanding and producing quality work as
evidenced by PBL unit(s) that focuses on
research, writing, presenting/advocating and
producing

Goals for 2019
• Thinking and Learning for Understanding
•
•
•
•

Knows how and where to access, interpret and
apply information.
Able to direct own learning.
Competence in evaluating & selecting technology to
meet needs and apply to tasks.

Quality Producer
• Has strong work ethic.
• Ability to assess own work and make improvements.
• Ability to set high goals/standards and meet them.

What Matters Most, NOW

What Matters Most, NOW

Supporting our People &
Ourselves

Playbook
• We have an opportunity to accelerate out of the “implementation
dip” of acting as PLC’s by empowering our teachers to be authors
of their own actions through the publication of our C-A PLC
playbook.

• Giving teachers ownership of how to accomplish their own
building goals and personal prototypes, builds momentum
enabling teachers to feel safe to take more risks in the classroom
and implement the five anchor strategies.
• It is vital we make sure we help them be clear communicating
their PD and training needs in order for us to support them.

Thank you
• For more information,
• contact me at squierr@cacsd.org
• 518-731-1710
• www.cacsd.org
• follow me on Twitter at @randysquier

Resources
Links to templates and ideas

Data
Annual Reports
• https://www.cacsd.org/domain/467
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Alignment
Vision-Mission-Values-Goals

Annual Targets-StrategiesAction Steps

• https://www.cacsd.org/Page/2638

• https://www.cacsd.org/domain/469

Current Thoughts
Supt to Nuts Blog

Redefining Ready

• https://www.cacsd.org/Page • https://www.redefiningread
/1307
y.org/

Results First
•

Different Makes the Difference - To move toward
world class results takes a different way of thinking,
feeling, and acting.

•

Setting and Hitting Student Success Targets This form is a helpful guide for administrators
and teachers in setting up and implementing
data driven instruction.

•

Results Leaders - Results Leaders drive student
and school success. They build the Results System.

•

•

Build the Results System - The Results System
unifies focus and action at the district, school, and
classroom levels, making all behavior intentional to
results.

Common Interim Assessments - Common
interim assessments are the key to improving
results on the 3-8 state assessments and Regents
exams.

•

Coaching for Data Driven Instruction - The
coaching approach to facilitating data meetings
and handling APPR enables leaders to lift teacher
and student performance.

•

School Wide Action - Along with classroom
based DDI, school wide action accelerates
student achievement.

•

Power to the Students - In our Results System,
the students are active partners, setting and
tracking their own targets, and contributing their
thinking to assist teachers in hitting the
classroom targets.

•

•

Tracking Data - Tracking data quarterly,
summarized through the District Dashboard, makes
the results clear and keeps everyone pulling
together.
Teachers and TDI - Targets, Data, Instruction The work starts with aim high targets. The data how the students are achieving - shapes changes in
instruction. The Prototype approach provides an
early, immediate way to understand and practice
DDI.

RESULTS FIRST
7 Keys to Success
•

The superintendent and principals take personal
responsibility for achieving results. As Results
Leaders, they don’t delegate, it’s on them, and they do
whatever it takes to hit the targets.

•

Leaders concentrate on the early adopters. To gain
momentum and early success, they select people for
the Leadership Team who share energy and optimism.
They ignore the laggards and move toward the tipping
point of building a true results culture by bringing those
in the middle along with them.

•

The leaders set up the quarterly tracking system
right away and make the reporting noisy. They
identify the data needed to track progress toward the
school targets quarterly, present the results through
the District Dashboard, and report the results to at
least the full K-12 staff and board, and even better, to
the community.

•

The team uses the Prototype approach as an entry
point into data driven instruction. Small scale
prototypes become an early, immediate model of DDI.
The prototypes accelerate learning and provide an
early taste of success.

•

Teamwork is the centerpiece of data driven
instruction. Common interim assessments join
teacher teams in sharing responsibility for results - at
grade levels and within departments. Teams of
teachers plan, act, and learn together at Data
Meetings.

•

Students are active partners in their own success.
Administrators and teachers make students an
essential part of the push for results. Students set
their personal targets, track their own progress, and
assist teachers in identifying and overcoming the
barriers to learning.

•

The District Leadership Team - administrators and
teachers - develop capacity as coaches. The team
masters coaching skills and data driven instruction.
Then they coach others to build capacity.

INTERVIEW QUESTIONS ALIGNED TO OUR
CORE VALUES
•

People Stories (Empathy)

•

Tell me about someone you have worked with who frustrated you.

•

What did they do?

•

What might have caused them to act the way they did?

•

How did you respond to this individual?

•

Situation Stories (Gratitude)

•

Tell me about a job you had that you really loved.

•

What were the worst aspects of that job?

•

Tell me about a job you had that you really didn’t like.

•

What were the best aspects of that job?

•

Self Stories (hope and action)

•

Tell me about a time when you faced what seemed like an insurmountable obstacle.

•

What did you do to overcome this challenge?

Professional Learning Community
A PLC

Professional
Learning Communities
Focus on Learning and
Results in a
Collaborative Culture

is an ongoing process in
which educators work collaboratively in
recurring cycles of collective inquiry and
action research to achieve better results
for the students they serve. Professional
learning communities operate under the
assumption that the key to improved
learning for students is continuous jobembedded learning for educators.
As a PLC we will have a commitment to
continuous improvement by working
together to build shared knowledge on
the best way to achieve our aim high
results we seek for all students.
Working as a PLC is the foundation for
how we accomplish our targets, goals,
mission and vision.

Pathways
Provide Purpose

Purpose

Students with
are
inspired to learn.
The world has
changed and a vision for college, career
and citizenship readiness has emerged.
Centered on the concept that each
student will have a purpose and
PATHWAY TO SUCCESS, we will have
an uncompromising and relentless
commitment to preparing students for
college, career and citizenship; in other
words,
preparing
students
for their future. This will
be
accomplished by creating relevant
learning environments, and interacting
with the people working in the
ecosystems of the career paths
students are working towards.

Student Centered Instruction
Engages Students
Engaging

Instruction
is
meaningful and anchored in the real
world. It is evidenced in classrooms
that employ project-based learning that
is standards-based and learner-centered.
Students will be able to take advantage of
an atmosphere that matches their
learning styles and needs.
They will work side by side with their
teachers and classmates gathering and
sharing necessary information to solve
real-world problems.
Students will learn to work successfully
with others while taking personal
responsibility for becoming an effective
team member.

Digital Conversion
Enables Teachers & Students
Enabling

every student and
teacher with technology to unite them
with the world, allowing them to connect
with the information they need when
they need it and to join them to the
people in the world with whom they
need to connect.
Technology will redefine learning for all
students by allowing teachers to blend
the learning environment through
various media as well as recreate
authentic learning experiences. Students
will be able to go beyond consuming
information to examine topics in greater
detail and take personal responsibility
for their education outside the school
walls.
They will have access to state of the art
technology to discover the world that
surrounds them.

Growth Mindset
Empowers Teachers & Students to Believe
Empowerment

helps
provide efficiency and efficacy to our
students that support their development
of
the
‘4Cs’
(Collaboration,
Communication, Critical thinking and
Creativity)
.
These
self-directed
characteristics will not only help our
students be college, career and
citizenship ready, these characteristics
will help our students all of their lives.
Teachers build professional capital by
utilizing the expertise of other teachers
to make expert decisions that improve
student learning. Teachers are able to
explain very clearly what they are doing
in the classroom and why.
Together, teachers and students believe
they can improve and become smarter
each day.

