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All Hands on Deck for Literacy 
To raise levels of all students, Bangor schools 

hired literacy coaches, improved teachers’ skills 
and involved all building staff in the process 

By Betsy M. Webb 

(continued on page 3 ) 

Wow, I can’t say enough about 
the MSSA Annual Meeting and 
the MSMA Fall Conference.  
The MSSA Annual Meeting pre-
senter, Dr. Joe Sanfelippo, was 
one of the most informative and 
dynamic speakers I have ever 
encountered in my career.  He 
certainly made an impression on 
me as I find myself reflecting on 
many of the topics he mentioned 

on October 23.  Coming from a 
small district myself, it was 
neat to think that Dr. San- 
felippo works in a rural area of 

Wisconsin much like the districts we all serve here in 
Maine. 

During our MSSA Annual Meeting it was truly an honor 
to present the MSSA Superintendent and Assistant Super-
intendent of the Year Awards.  Dr. David Murphy, Super-
intendent of Schools for MSAD 44 (Bethel) received the 
Superintendent of the Year Award.  Dr. Murphy served 
his district as a principal for many years and then transi-
tioned into the Superintendency in 2002.  It was also an 
honor to present Dr. Chris Record with the Assistant Su-
perintendent of the Year Award.  Dr. Record works for the 
Gorham School Department and has successfully led the 
district through several important initiatives.  Dr. Record 
also led a session at our MSMA Conference regarding 
principal stress and coping.  He talked about his research 
which included actual testimonies of how stressful admin-
istration is and strategies to help principals cope with the 
stress and strain of the job.  Great job Chris and I encour-
age superintendents to reach out to him for resources to 
help district administrators. 

The MSMA Fall Conference was also packed with power-
ful guest speakers.  Dr. Donna Beegle’s story of going 
from a drop out to a doctorate was inspiring.  Dr. Beegle 
has helped thousands of people implement community-
wide approaches to improving outcomes for citizens in 
poverty.  Our end note speaker, Peter Vigue, Chairman of 
Cianbro, told heartfelt stories about having compassion 
for Cianbro employees by using a servant leadership mod-
el.  Mr. Vigue also spoke about his Latin Teacher, Mrs. 
Earle, who taught him important life lessons that have 
guided him throughout his career.  We have all  

The Bangor School Department prioritized literacy for all when 
setting a goal in our strategic plan to increase reading achieve-
ment in 2008, not long after I joined the district as superinten-
dent. We are acting now on the belief all students should achieve 
high levels of literacy by graduation, and all faculty and school 
staff ought to be involved in reaching this goal. 

On any given day, custodians, secretaries and sports coaches 
might be found reading aloud to youngsters to build their vocab-
ulary; or a building team could be reviewing students’ progress; 
or the literacy coach might be planning a book author event. 

With 54 percent of our 3,700 students qualifying for free or re-
duced lunch status and the highest student mobility rate in 
Maine, the district has created a reading culture through a com-
prehensive, systematic approach. Three essential components 
contributed to this work: a focus of resources and efforts, com-
mitment to improve instruction, and acceleration and alignment 
of curriculum. 

Focus of resources and efforts. 
We employed what I call an “All Hands on Deck” call to action, 
which stressed the importance of providing high-quality instruc-
tion to all students no matter the size of their home or whether 
they even have a home. 

Bangor is an outperformer when considering student de-
mographics. As national and state standards were raised, we 
knew we could not work any harder than we had in the past. 
Therefore, we had to be smarter about our work and more coor-
dinated. 

First, we set expected benchmarks for all grades using Fountas & 
Pinnell Literacy reading levels in prekindergarten through grade 
3, SRI Lexile levels in grades 4-8 and PSAT and SAT Critical 
Reading and SRI Lexiles in grades 9-12. Then we inventoried 
our school libraries and invested in new and varied resources to 
improve the quality and quantity of our library collections. As 
with many school libraries, we found we did not have as many 
nonfiction selections. 

Read-alouds have built student excitement and comprehension. 
We set the expectation to have five read-alouds per day, with 
teachers, custodians, principals, secretaries and all staff contrib-
uting. The selections were a blend of nonfiction and fiction, and 
data were charted to ensure we were close to a 50/50 percentage 

MSSA President Scott Porter 
with his dog “Bentley” 

mailto:mssa@msmaweb.com
http://www.msmaweb.com/


Humble Leadership 

The Power of Relationships, 
Openness, and Trust 
 

 By Edgar H. Schein & Peter Schein 
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Good Reads 

President’s Message 
(continued from page 1) 

The more traditional forms of lead-
ership that are based on static hier-
archies and professional distance 
between leaders and followers are 
growing increasingly outdated and 
ineffective. 

As organizations face more com-
plex interdependent tasks, leader-
ship must become more personal in 
order to insure open trusting com-
munication that will make more 
collaborative problem solving and 
innovation possible. Without open 
and trusting communications 
throughout organizations, they will 
continue to face the productivity 

and quality problems that result from reward systems that em-
phasize individual competition and “climbing the corporate 
ladder”. Authors Edgar Schein and Peter Schein recognize this 
reality and call for a reimagined form of leadership that coin-
cides with emerging trends of relationship building, complex 
group work, diverse workforces, and cultures in which every-
one feels psychologically safe. Humble Leadership calls for 
“here and now” humility based on a deeper understanding of 
the constantly evolving complexities of interpersonal, group 
and intergroup relationships that require shifting our focus to-
wards the process of group dynamics and collaboration. Hum-
ble Leadership at all levels and in all working groups will be 
the key to achieving the creativity, adaptiveness, and agility 
that organizations will need to survive and grow. 

encountered a person like Mrs. Earle that impacted each one of 
us.  It is my hope that we likewise will inspire our students to 
do great things.  I have been telling my School Committee 
members, family and friends about the life changing stories 
our three presenters shared with Maine Superintendents. 

I thank Steve Bailey, Executive Director of MSMA, Eileen 
King, Executive Director of MSSA, the entire MSMA staff 
and the MSSA Professional Development Committee for their 
hard work organizing and delivering one of the best confer-
ences ever.  They definitely “exceeded” the standard! 

After leaving the MSMA Fall Conference, I drove the 3 hours 
back to Washington County.  It was great to get back to my 
home on Gardner Lake and see my loyal Golden Doodle 
“Bentley” wagging his tail in the doorway in anticipation of 
his best friend returning from Augusta.  It is always exciting to 
visit the big city for professional activities, but it is always 
good to return back home. 

Remember to turn of the administration treadmill every day to 
take time for yourself and your family. 

Take care, 

Scott K. Porter 
President, MSSA 

 MSSA 26th Annual 
Winter Convocation  

Please save the date to attend the 26th Annual Winter Convoca-
tion on January 16 and 17, 2020, at the Sheraton at Sable Oaks 
in South Portland, Maine. 

The Honorable John T. Broderick, Jr., 
Dartmouth-Hitchcock Senior Director 
of External Affairs and Former Chief 
Justice of the NH Supreme Court will 
join us on Thursday afternoon to dis-
cuss his work on R.E.A.C.T. 

Dartmouth-Hitchcock’s R.E.A.C.T. 
Mental Health Awareness Campaign 
provides individuals throughout New 
Hampshire and Vermont with tips about 
how to deal with signs of emotional suf-
fering and with resources for support and help. 

The R.E.A.C.T. campaign was developed to provide clear next 
steps to take when someone sees some, or all, of the 5 Signs of 
emotional suffering in another person. R.E.A.C.T. supplements 
the 5 Signs campaign developed by Barbara Van Dahlen of 
Change direction. The idea for the 5 signs was modeled on the 
theory that, like knowing the 5 Signs of a heart attack or stroke, 
we should all know the 5 Signs of emotional distress; and when 
we see those signs we should take action. 

In collaboration with the Children’s Hospital at Dartmouth-
Hitchcock, the New Hampshire Department of Education and 
the Vermont Agency of Education, Broderick has been reaching 
out to students, educators, parents, businesses and communities, 
to change the conversation on mental health and to help reduce 
stigma. 

Broderick believes that “we have the ability to change the cul-
ture and the way mental health is viewed.” He wants to spread 
this message to as many students, educators, parents, businesses 
and communities as he can. 

Later Thursday afternoon, Jeff Levin, 
founder of the Reconnection Project 
will address the group.  Jeff has been a 
consultant and coach to parents, fami-
lies, schools, teams/athletes and corpo-
rations all over the U.S. 

Bringing an awareness of mental ill-
ness to the fore is an important first 
step. The next step is to build on that 
awareness and work with educators, 
parents, and students to provide an under-
standing of the cultural underpinnings of those anxious and sad 
feelings and then learn to manage, and, eventually, bring those 
negative feelings down to normal levels. The goal is to learn 
how the Five I’s — Independence, Imagination, Integrity, Intes-
tinal Fortitude, and, finally, Identity — can help our students 
move towards being happy and successful adults.  

Friday morning will begin with Commissioner Pender Makin 
bringing selected topics for Superintendents to discuss and to 
provide feedback on important educational issues.  This will 
include table work for the Superintendents. 

Following the Commissioner, Victoria Wallack, Director of 
Communications and Government Relations at MSMA will pro-
vide a Legislative Update. 

John T. Broderick, Jr. 

Jeff Levin 

https://www.amazon.com/Humble-Leadership-Power-Relationships-Openness/dp/1523095385/ref=sr_1_3?keywords=humble+leadership&qid=1574284157&sr=8-3
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All Hands on Deck for Literacy 
(continued from page 1) 

(continued on page 4) 

Book rooms with leveled books (equally split between nonfiction and fiction) have been created in all PreK-grade 8 schools so 
teachers may pull books specific to each student’s level. Book baskets are set up for each student’s instruction and then books are 
returned to the book room and new selections are pulled for the next round of instruction. 

We launched a concentrated effort to have books available for students to take home at night, on the weekends, during vacations 
and over the summer. Donations of books were collected and schools held events to pass out books and set up systems where stu-
dents could return and select new books throughout the summer. In a school where nearly 100 percent of students qualify for free 
and reduced-price lunch status, more than 5,000 books were distributed throughout the summer. 

Teachers and administrators pulling wagons of books through the neighborhoods weekly was a common sight and generated excite-
ment for the students who ran to exchange and get new books. This year, we purchased a book bicycle for the weekly deliveries. 
Each elementary school also set up little libraries outside the school for students and parents to stop by during off hours.  

Schools incorporated Self-Selected Read/Read to Self sessions for students and faculty alike to read uninterrupted for designated 
periods. Student choice was an important aspect of developing a culture of readers. Schools also had schoolwide book studies and 
evening events with authors for students, parents and staff to further promote the enjoyment of reading with others. (Note to organ-
izers: Be sure to include food!) 
 
In celebration of March Madness, a bracket of books competing against other books are posted during the month. Students read and 
rate titles, which moves top choices forward in the bracket as favored selections until a final book is the winner for the whole 
school. Students know they are always allowed to read for enjoyment after their work is completed so it is common to see students 
and staff walking about the school with their current book of choice. 
 
School newsletters encourage book challenges with principals, teachers, custodians and students sharing their current favorites. 
Book fairs at all schools are supported through cash donations that fund book purchases for those requiring assistance. Author visits 
and literacy nights throughout the year contribute to building a culture of readers. 
 
As Peter Senge stated in his 1990 book, The Fifth Discipline: The Art and Practice of the Learning Organization, all arrows 
(resources and efforts) must point to the mission. In Bangor, all arrows had to point toward literacy for all.  
 
Commitment to improve instruction. 
After setting the goal to improve reading achievement, we set additional goals for professional excellence: 100 percent of faculty 
and staff would be trained in best practices of literacy, differentiation, accommodation and acceleration and in higher-order think-
ing. If we were asking all students to pursue excellence in literacy, then we had to commit as a staff to pursue professional excel-
lence to best instruct and support our students. 
 
We hired five literacy coaches to support elementary teachers. They provide six weeks of intensive in-classroom support through 
coaching cycles to each teacher. They also analyze data with teachers and administrators, curate classroom libraries and 
bookrooms, teach graduate-level courses after school for teachers, meet weekly with principals to set the professional development 
goals for the weekly team meetings, provide in-depth training for principals at administrative academies and do validity checks by 
double scoring 10 percent of the assessments to ensure scores are not inflated and are valid and reliable. 
 
One hundred percent of faculty and staff at the preK-5 level have completed coaching cycles with a literacy coach in both literacy 
and math classes. About 80 percent of faculty members have completed graduate-level courses in literacy best practice in the last 
two school years. All faculty have been trained in the workshop model to differentiate, accommodate and accelerate students, and 
every teacher has been trained in higher-order thinking. 
 
Data walls are kept up to date and visible with each student’s progress. Names are not used, but rather identification numbers and 
codes track which students are receiving which supports. Students are screened every three weeks. Then faculty members discuss 
progress and determine who needs interventions or acceleration. This is when the faculty might brainstorm additional reading time 
with another adult. Who has time in their schedule? Maybe the custodian, the secretary or the physical education teachers are in-
volved.  

The data wall is a way to shift the focus from one teacher’s class of students to a system in which they are seen as all of our stu-
dents. You can liken these academic checks to wellness checks for literacy progress. If one benchmark is met, students move to the 
next benchmark no matter what grade they are in. If a 1st-grade student assesses at a Level K at the midyear already meeting the 
end-of-year target, the teacher would begin working with the student to advance to Level L, the benchmark for 2nd grade, Quarter 
2. 
 
By increasing our professional knowledge with support from our frontline literacy coaches, we have seen positive impact on in-
creasing our students’ reading achievement. I cannot emphasize enough the return on investment of hiring literacy coaches to work 
with students, teachers and administrators in bringing everyone’s knowledge to a new level of success. 
 
 



EVENT VENUE DATE  

Collective Bargaining for School Board 
Members 
Presented by Drummond Woodsum 

Hilton Garden Inn 
Auburn, ME 

12/6/19 More info 

MSSA 26th Annual Winter Convocation Sheraton at Sable Oaks 
South Portland, ME 

1/16-1/17/20 Tentative 
Agenda 

MSMA New Superintendent/Assistant 
Superintendent Meeting 
ED 279 -101 and Finance with DOE personnel  

MSMA Office 
Augusta, ME 

1/24/19 Save the Date 

AASA National Conference on Education 
 

San Diego, CA 2/13-2/15/20 More info 

Mark Your Calendar 
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If you have questions about any articles in this newsletter or suggestions for improving 
this publication, please let us know. 

You can contact me, MSSA Executive Director Eileen King at eking@msmaweb.com. 

 

MSSA Mission Statement  

Purpose: 

Maine School Superintendents Association:  

Leading for equity, excellence and opportunity for 

all Maine students.  

Mission Statement:  

The Maine School Superintendents Association (MSSA) is an 

organization committed to leadership that:  

• Provides equity, creates opportunities for and promotes 
the success of every student;  

• Develops ethical, visionary and competent leaders;  

• Promotes community and legislative support for educa-
tion;  

• Advocates for public education and School Superinten-
dents.  
 

Core Values and Beliefs:  

We believe members shall:  

• Maintain high expectations for all students, staff and our-
selves  

• Advocate for resources essential to student learning  

• Act with integrity and model professional behavior  

• Champion the advancement of public education  

All Hands on Deck for Literacy 
(continued from page 3) 

Acceleration and alignment of curriculum. 
When I first joined the Bangor School Department in 2005, 
reading levels were reported in different formats within the 
same grades across the district. Additionally, the curriculum 
and resources often varied from one school to another and 
even one classroom to another. 
 
With our “All Hands on Deck” call to action, teachers, litera-
cy coaches and administrators have been instrumental in de-
fining a core Bangor experience for all students. Teams con-
sisting of teachers, coaches and administrators set pacing 
guides for lessons and templates for delivery of instruction. 
With this systematic approach, students receive a high-quality 
education and do not skip a beat if they move from one Ban-
gor school to another. 
 
When the national standards in reading were raised in 2010, 
Bangor quickly identified ways to transition expectations to 
align instruction and assessment with these new expectations. 
We believe all students should attain high levels of literacy by 
graduation so they achieve postsecondary success. To get 
there, all of Bangor must continually stretch while working 
together. 

BETSY WEBB is superintendent of Bangor School Depart-
ment in Bangor, Maine. Twitter: @betsymwebb  

-Reprinted with permission from the November, 2019, issue 
of School Administrator magazine, published by AASA, The 
School Superintendents Association  

https://schoollaw.com/events/collective-bargaining-for-school-board-members/
https://5il.co/bjta
https://5il.co/bjta
http://nce.aasa.org/
mailto:eking@msmaweb.com
mailto:bwebb@bangorschools.net
https://twitter.com/BetsyMWebb

