Phase 1: Prepare and enter with humility (Days 1-20)

Priortity

Date
Completed

Meet with the Board individually & collectively:

I would meet one-on-one with each board member to
understand their hopes, concerns, communication preferences,
and expectations for the superintendent. I would also begin
conversations about governance norms, role clarity, and how
we want to work together going forward.

Begin visible learning across the district:
[ would start school visits immediately, not as ceremonial
walkthroughs, but as a listening process..

Meet with employee groups:
I would begin monthly rounding with employee groups, using
three questions:
e What is working well?
e What feels tender right now?
e What is one action I can take to improve trust or
support?

Gather the most important questions people are asking:
I would ask one question at the end of my session.
e What are people wondering about the most?
This would help shape the communication plan and make sure
transparency is driven by actual stakeholder feedback.

Review Systems in Human Resources: I would conduct a
review of HR systems and hiring processes to ensure
consistency, responsiveness, and strong safeguards. This is a
systems and trust review, not a public indictment. This may
take longer than 20 days and will be completed by day 45.

Review Systems in Teaching & Learning: I assess how the
teaching and learning department supports teachers, how its
practices are experienced in the classroom, and where
stronger alignment may be needed to better serve both




educators and students. This may take longer than 20 days and
will be completed by day 45.

Key Deliverables

Individual meetings with all board members

Initial meetings with employee groups

First round of school and department visits

Launch of listening questions

Draft of superintendent’s communication expectations
with board




Phase 2: Build Trust Structures & Communication Routines (Days 21-45)

Priority Date
Completed

Launch Sun Prairie Forward Together Council: The
council will be made up of parents, students, staff, community
members, and board representation to strengthen
communication, elevate stakeholder voice, and support a more
connected and forward-looking district culture.

Create a districtwide trust, transparency, and
communication process: This would include:
e Listening sessions
Town halls, both virtual and in person

@

e Regular school-based opportunities for dialogue

e Process for summarizing what was heard and what will
happen next.

Launch the Superintendent Transparency Hub:
Transparency needs to be visible and routine. I would create a
dedicated section of the website that includes:

e Superintendent updates

e What we heard, what we’re doing, and what's next?

e Frequently asked questions

e Archived community communications

Set ground rules for public communication process:
Because Sun Prairie needs candid but productive dialogue, I
would establish clear norms.

e Focus on issues, not individuals
Respectful language
Good-faith questions
Protection of privacy and legal boundaries

Summaries and follow-up posted publicly

That creates the conditions for trust, candor, and productive
dialogue.




Key Deliverables:
e Sun Prairie Forward Together Council announced
Superintendent Transparency Hub launched

(]

e Ground rules for public sessions published

e Listening schedule and communication calendar shared
publicly

e Report to the Board on systems review in human
resources and Teaching/Learning




Phase 3: Align leadership and create coherence (Days 45-75)

Priority

Date
Completed

Establish accountability structures for the administrative
team: I would create expectations for district leaders.
e Visibility in schools
Support for schools (Cascade Support)
Communication
Support for principals
Role clarification
Trust building from the central office to the classroom.

Convene Superintendent Advisory Team: The purpose of
this team would be to advise the superintendent on issues in
the school and community. Each school would have a
representative for the monthly meeting.

Begin planning for two TOSA positions: I would begin the
process for two teachers on special assignment who would
serve on the superintendent’s cabinet. This is a strategic
investment in human capital and organizational trust.

Launch high school student advisory teams: I would
establish a student advisory team at each high school that
meets monthly with the superintendent, so student voice
becomes part of district leadership, not an occasional gesture.

Key Deliverables:
e Administrative trust/accountability expectations
communicated
HR systems review launched
SAT convened
TOSA positions are finalized
High school student advisory structure announced




Phase 4: Report Back, Refine, and Set the Next Direction (Days 76-100)

Priority

Date Completed

Board Coherence Workshop: First quarterly meeting to
discuss:

Board-superintendent communication

e District Priorities (2-3 to focus on for 26-27)

e Top themes heard from the community

e Next steps

Hold First Quarterly Community View & Chat: This
would be a public update offered live and recorded with:
Short district update

e One-way moderated question submission

e Public summary afterwards

e Next session will be announced

Publish a 100-Day “What We Heard, What We Are
Doing, What is Next” report:

e What themes emerged?
What concerns are being addressed?
What longer-term work is needed
What metrics or indicators will the district watch over
time

Narrow District Focus to 2-3 High-Leverage Priorities:
Based on feedback from all stakeholder groups, the
superintendent will recommend to the Board the 2-3
high-leverage priorities for the 26-27 school year.

Key Deliverables:
e First Board Coherence Session completed
First Community View and Chat completed and posted

100-Day summary report published

Clear recommendations on 2—3 district priorities
Communication and trust-building cycle set for the
next quarter




