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Introduction

This report represents findings from the Community Engagement phase of the
Superintendent search process. The data in this report was obtained from in-person
focus group meetings and on-line survey. While the data in this report is not a scientific
sampling, the information represents consistent feedback and themes heard across
groups or from members within a group.

Each engagement session garnered input using three key questions: a) What are the best
things about Pacifica School District that might draw a Superintendent to want to work in
the District? b) What issues or needs is the District facing in the next few years that an
incoming superintendent should be aware of? and c) What qualities and characteristics
are important for Pacifica School District’s next superintendent to be successful in the
role?

District Strengths

Participants highlighted the small-town culture, exceptional coastal setting and
outstanding quality of life as key features that make Pacifica School District special. The
area’s natural beauty and proximity to San Francisco and the greater Bay Area make it an
attractive place to live and work. With a manageable district size, the incoming
Superintendent has the opportunity to build close relationships with students, staff,
families, and community partners and see the direct impact of leadership decisions.

When describing additional strengths of PSD, three universal themes emerged:

Collective Responsibility for Student Success
One of the key benefits of working in Pacifica’s tight knit community is the high value placed

on relationships and connectedness. Families, educators, and community members know
each well and share a collective responsibility for student success. Schools serve as
community hubs, fostering collaboration, trust, and a strong sense of belonging across the
organization.

Dedicated Educators and Staff
The district is supported by a highly committed workforce of teachers and staff who care deeply

about students and their families. Many employees live in the community or have longstanding
ties to it, contributing to high retention rates, institutional knowledge, and a culture of
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collaboration. Staff members remain dedicated to their work despite challenges because of
their belief in the district’s mission and the children they serve.

Highly Engaged Families and Community Partners
Families and community members are actively involved in supporting schools through

volunteerism, advocacy, and financial support, including parcel taxes, bonds, and fundraising
efforts. Parents and local partners bring time, expertise, and resources that enhance
educational programming and enrichment opportunities, creating strong partnerships between
schools and the broader community.

District Issues and Needs
When asked to describe the issues and needs the district is facing in the next few years, four

themes emerged:

Fiscal Uncertainty and Long-Term Sustainability
The district is facing significant fiscal uncertainty driven by declining enrollment, limited state

funding, and structural budget deficits. Potential charter school development, ongoing legal
expenses, state and federal funding uncertainty, and broader demographic shifts add
complexity to district planning. Pacifica’s financial challenges have prompted a number of
difficult decisions surrounding staff compensation, school consolidation/closures, facility
improvements, Special Education compliance issues, and program reductions.

Credibility, Communication, and Community Division
Recent issues surrounding school closures, co-locations, leadership departures, board recalls,

and charter school efforts, have eroded trust and fractured relationships among portions of the
community. While most families remain supportive, polarization, heightened emotions and
credibility issues were a prevalent theme. A number of stakeholders reported feeling unheard
or misled and expressed a need for acknowledgment, transparency, and authentic healing.

Leadership Turnover and Systems Coherence
The district has experienced frequent turnover at the Superintendent, cabinet, site

administration, and district office levels. Many leaders are new or serving in interim roles,
resulting in role confusion, stretched capacity, inconsistent implementation, and a lack of
institutional continuity. There is a need to stabilize leadership, clarify responsibilities, build
coherence across systems, and ensure follow-through on Board decisions.

Staff Morale and Workforce Challenges
While PSD employees remain deeply committed to the district, low compensation, housing

costs, and workload pressures have made recruitment and retention difficult—especially in
Special Education, student supports, classified roles, and hard-to-fill positions. Morale has
declined, with staff members stating they feel undervalued and under-supported. Improving
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working conditions, compensation advocacy, and staff voice is essential to stabilizing the
workforce.

Desired Qualities and Characteristics of Pacifica’s Next Superintendent
Concurrent with district strengths, issues and needs identified during the Community

Engagement Phase of the search, education partners desire a superintendent who: leads with
integrity, visibility, and compassion; brings strong fiscal and operational expertise; and is
committed to rebuilding trust and stability as they guide the district toward a sustainable
future.

Additional universal attributes shared by stakeholders include a Superintendent who:

Is authentic, personable and calm.

Can wear multiple hats.

Provides clear, honest, compassionate, and timely communication.
Listens to all voices before acting.

Follows through on commitments and decisions.

Champions employee engagement and well-being.

Can mentor, develop and retain leaders.

Maintains a presence in schools, classrooms and community events.
Has proven experience in fiscal management and HR practices.

Has knowledge of Special Education and compliance issues.
Provides stability, systems and coherence across the organization.

Is committed to equity, inclusion, and student well-being.

Respects the history, values and culture of the district.

Engages effectively with the Board — providing sound recommendations and guidance.
Maintains a long-term commitment to the district.

Concluding Remarks

| would like to thank the numerous participants who attended our engagement sessions
and took time to complete the online survey. The staff and community input gathered
during this process is invaluable to the governing board as well as prospective candidates
as the superintendent search moves into the next phase.

Respectfully submitted,
Stacy Stauffer

Interim Director of Finance, Superintendent Search Liaison
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