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To:  Westport Central School District Board of Education 
From:  Scott J. Osborne, Superintendent of Schools 
Date:  June 9, 2016 
Re:  Entry Plan 2016-17 
 
 
Serving the Westport Central School District community as the successor Superintendent of 
Schools is an honor and privilege.   
 
I have valued a close working relationship with Westport Central since 2007 in my capacities of 
Principal and Superintendent of Elizabethtown-Lewis CSD.  I’m therefore aware of the strong 
commitment to excellence that’s alive at Westport CSD. 
 
I accept the responsibility and authority as your new Chief School Officer and I embrace the 
challenge to lead Westport Central School while concurrently maintaining the same duties at 
Elizabethtown-Lewis CSD. 
 
I present to you this Entry Plan to help define the specific ways I’ll get to know Westport Central 
School   
 
Crafting and implementing an Entry Plan is a best-practice strategy used during times of transition 
in organizations, allowing for an orderly, timely, and informed transition in senior leadership.  
The intent of this Entry Plan is to provide an opportunity for me to better understand the needs 
and desires of the WCS school community – thus helping me become a more effective leader for 
the school by building relationships amongst constituent groups and listening for understanding. 
 
The following Entry Plan is designed to help organize my initial interactions with students, 
parents, staff, community, Interim Superintendent, and the Board of Education in a manner 
conducive to learning about the culture and climate of the school.  Information gathering will 
assist in my acclimation to our school community, and give a structure to my early interactions 
in an effort to transition toward short-term and long-term collaborative planning. 
 
Thank you for receiving this Entry Plan; I look forward to your comments, suggestions, and 
feedback. 
 
I’m eager to ‘get to work’ on Friday, July 1, 2016! 

 
Scott J. Osborne 
Superintendent of Schools 
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INTRODUCTION 
 
The purpose of this Entry Plan is to establish a framework to demonstrate how I will engage in 
thoughtful and hands-on dialogue with the Westport Central School District community 
stakeholders while evaluating organizational strengths and challenges of the school system. 
 
During the first six months as Westport’s next Superintendent of Schools I will begin my service 
to the school community by listening and learning as I develop relationships with school and 
community stakeholders.  I will maintain a strong presence among the school community – within 
the boundaries of shared superintendency - to ensure I engage in proactive and fact-gathering 
interactions.   
 
Intent:  collectively learn about the District so I am appropriately prepared to support and 
articulate the mission and vision. 
 
THE ROLE OF THE SUPERINTENDENT OF SCHOOLS 
 
As the new Superintendent of Westport CSD I am responsible for the school, students, and 
employees of the District under the direction and governance of the Board of Education.  
 
According to Westport CSD District Policy 4320 “Superintendent-Board of Education Relations” 
the Board delegates the necessary day-to-day authority of the school district to the Superintendent 
who, acting as chief executive officer, is held accountable to the Board for compliance with its 
policies. 
 
My core responsibilities include  

§ Promoting and maintaining a safe and orderly environment that is civil and calm.  
§ Improving student achievement; 
§ Capitalizing on fiscal responsibility; 
§ Implementing State and Federal mandates; 

 
In order to be successful in actualizing these responsibilities, I must solicit information from key 
stakeholders.  
 
GATHERING INFORMATION:  PHILOSOPHY 
 
During the first six months of service as Superintendent (July-December) I plan to participate in 
formal and informal conversations to gain insight into key frameworks present in any school 
organization.  Bolman and Deal (2008) promote the following ‘frames’ to help examine 
organizations: 
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§ Structural Frame:  What are the various structures in which the school district operates?  
What are rules, roles, goals and policies that advance the mission?  How does the school 
‘go’? 

 
§ Human Resource:  What are the needs of people within the organization?  Do 

employees have what they need to perform their jobs well?  Do we have effective 
working relationships?  How do we work together? 

 
§ Political:  What are the dynamics of collaboration and teamwork?  What are the multiple 

views of what’s best for students from various groups?  Do we have a united direction 
amongst multiple groups? 

 
§ Symbolic:  What is our sense of purpose?  What is our direction and is it distinctive?  

What do we stand for?  Do we recognize high achievers or do we discourage 
achievement and recognition? 

 
Gathering information constructed through the lenses of these frames will enable me to make 
informed short- and long-term decisions that are both responsive and reflective of the 
community’s priorities and expectations and most importantly, in the best interest of Westport’s 
students.  
 
 
GATHERING INFORMATION:  KEY AREAS 
 
 
Key Area 1:  Student Achievement 
 
Quality instruction is our product and must be the central theme in all initiatives.   
 
I will engage in ongoing dialogue with stakeholders to promote Westport CSD’s capacity to 
educate the whole child by providing quality instruction in a rigorous yet supportive learning 
environment so each child can maximize his/her academic and civic potential. 
 
The following activities will be used to assess Westport CSD’s instructional programs:  
 

§ Analyze patterns in student achievement data for identification of learning gaps and 
areas of success in order to determine how students’ academic performance can be 
maximized. 

 
§ Identify the pedagogical practices used in meeting the needs of every student; identify 

the instructional strategies employed as interventions to support individual learning 
needs. 
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§ Evaluate the role of assessment in Westport’s academic programming:  its intended use 
and alignment to WCS instructional programs. 

 
§ Review the District’s curriculum in each instructional area to determine the scope and 

breadth of curricula, as well as alignment to the NYS Common Core Learning Standards. 
 

§ Identify areas of need, conduct a root cause analysis and determine a course of action. 
 

§ Examine the role of the K-12 Principal and Director of Student Support as instructional 
leaders. 

 
§ Review the district’s Professional Development Plan and the utilization of any 

professional development days/times/opportunities offered by the District. 
 
 
Key Area #2:  Communication 
 
Communication within any organization is a critical factor for the organization’s overall 
success.  Patterns of strong communication will allow me to establish relationships, build trust, 
and create a strong presence within the school community.   
 
Studies show that 
leaders spend over 70% 
of their time 
communicating, yet 
most managers identify 
communication as their 
#1 challenge.  In short – 
there’s a very big 
difference between 
communicating and 
communicating well for 
the benefit of the 
organization and 
community. 
 
Communication, 
therefore, should be 
among us rather than 
between us, and a 
school culture benefits 
most when communication channels are dependable, regular, fact-based and varied. 
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Transparent communication and implementation of dependable communication practices will 
be a major emphasis for my entry as Westport Central School, in order to establish strong school-
community partnerships.  My goal is to obtain a deep understanding of WCS through a multitude 
of perspectives by analyzing findings from varied communication channels to better understand 
the strengths of the school and its challenges ahead.  
 
Information gathered during my conversations will help me make a thorough assessment of the 
District and engage in collective development and implementation for improvement (Jentz & 
Murphy, 2009).  Throughout the initial entry period, I will engage in conversations with the 
following school and community stakeholders to identify the deep and commonly held values as 
well as the perceived areas of improvement: 
 
Internal Stakeholders: 

Board of Education:  
Collectively as a Board and 

individual members. 
WCS Student Council WCS Faculty WCS Associate Staff 

WCS Parent-Teacher-Student 
Organization 

WCS Administrators and 
Supervisors 

WCS Sports Recognition 
Committee 

WCS students K-12 on a 
frequent basis via classroom 

visits, cafeteria and playground 
visits and general presence 
within the school building. 

WCS Shared Decision Making 
Committee 

   

 
External Stakeholders: 

Westport Town Council 
Westport Chamber of 

Commerce 
Camp Dudley & Kiniya 

Westport & Wadhams Fire 
Companies 

Local Business Owners, either 
with specific relationships with 

the school or not. 
Westport Youth Commission 

Adirondack Community Action 
Programs (ACAP) 

United Way 

Champlain Valley Educational 
Services (CVES) 

Northeast Regional Information 
Center (NERIC) 

  

 
  
Key Area #3:  School Community 
 
I will gain a thorough understanding of the Westport Central School District community, and get 
to know the people, practices and purposes of the school community.  I will support the 
community by acting upon the complexity of concerns and questions pertaining to educational 
programs and the community’s capacity to fund such programs.   
 
Intent: gain trust, knowledge and credibility by collaborating with stakeholders throughout my 
entry period by employing the following: 
 

§ Engage immediately upon start of service to plan the agenda for the Opening Days of 
district operations for students, faculty and staff in September. 
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§ Review all professional and support staff union contracts to uphold each collective 
bargaining agreement. 

 
§ Engage with the school district’s legal firm to establish a working relationship on behalf 

of the Board. 
 

§ Interview individually all the members of the school board, Principal, Special Services 
administrator and officers of the Westport Education Association and the Associate 
Members. 

 
§ Implement ‘focused visits’ each day of service at Westport Central School during the 

month of September; start with a brief Principal conversation including recent highlights, 
followed by visits to every classroom and common area (cafeteria, recess, arrival, 
dismissal). 

 
§ Ride school bus routes to increase familiarity with the geographical orientation of the 

District and the various communities within Westport and the surrounding areas. 
 

§ Use community visits to a Town Board meeting, Chamber of Commerce meeting, etc. to 
learn of perceived district-related concerns and priorities.   

 
§ Attend school and community events to strengthen my commitment and bond with the 

Westport CSD community, such as those hosted by the WPTSO and other groups. 
 
 
Key Area #4:  Board of Education 
 
As Superintendent of Schools I serve as the Chief School Officer of the Board of education.  I will 
respect the divergent views of board members and try to build consensus by listening and 
engaging in regular dialogue.   
 
The relationship between the Superintendent 
and Board of Education is one of the most 
critical in a school district because it influences 
the quality of instruction provided to students.  
Disruptions to the Superintendent-Board 
relationship act as rock thrown in water – the 
action creates a ‘ripple’ felt throughout the 
organization (right). 

 
As the school board’s representative in the 
school each day, I serve as their chief advisor 
and head professional on school matters.  It’s 
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therefore critical to act in collaborative, insightful and practical means, with integrity as an 
advisor.  Management by fact in strategic fashion will provide the school board the information 
necessary to make sound decisions in alignment with the district’s stated mission and vision. 
 
Promoting and maintaining quality relationships with the Board of Education will encourage 
quality decisions, unity of purpose and shared understanding.   
 
The following steps will be implemented to acquire information and understand needs of the 
District so I can identify opportunities for improvement: 
 

§ Interview each school board member to develop an accurate and thorough 
understanding for each member’s concerns and perceptions of Westport Central School.  
 

§ Establish and prioritize objectives so the school board and superintendent have a unity 
of purpose and shared understanding for district goals. 

 
§ Launch regular communications with the Board of Education, on a weekly basis. 

 
§ Clarify the role of the Superintendent of Schools and Board of Education to establish a 

team-approach to the school district’s cycle of business and operations. 
 

§ Create regular meeting times with the Board President for reviewing Board Meeting 
agendas and the like. 

 
§ Propose for school board consideration a calendar of public reports for the 2016-17 

school year to provide school board members a dependable schedule of the various 
topics to be examined at each regular monthly school board meeting. 

 
PROPOSED SCHOOL BOARD RETREAT 
 
As noted above, the School Board and Superintendent of Schools must operate as a team focused 
on ensuring equity and excellence for all students at Westport Central School.   
 
The Board and Superintendent will meet to collaboratively build relationships, set priorities, 
engage in teambuilding, establish meeting norms, review operating procedures, discuss 
governance, and examine communication protocol. I recommend this meeting to occur early in 
the Superintendent’s tenure.  
 
Holding a Board Retreat should be considered ‘priority number one’ for a successful leadership 
entry.  It is my desire to conduct three (3) school board retreats throughout the 2016-17 school 
year to engage in school board-superintendent relations training and identification of potential 
areas for improving the Board’s overall effectiveness.  
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Key Area #5:  Organizational Policy/Procedure 
 
The Superintendent Entry Plan creates a great opportunity to focus on the efficiency and 
effectiveness of existing procedures and policies to ensure management of the organization, 
operations, and resources to support quality educational programming in a safe, efficient, and 
effective learning environment.   
 
The following actions will be employed to assess current operational processes, including the 
core of teaching and learning, operational functions, finances and budgeting, and established 
procedural systems focused around student learning (Contreras 2011):  
 

§ Review the existing District Policy Manual and methods/means for recommending 
revisions to school district policies to ensure an up-to-date policy manual. 
 

§ Examine 2014 and 2015 Board of Education meeting minutes. 
 

§ Review the Board-approved District Safety Plan for 2016-17 and associated emergency 
response protocols.  
 

§ Access the District’s Information Management Systems for student demographic data and 
financial accounting. 
 

§ Analyze job duties/job descriptions for Administrators, supervisors and Main Office staff. 
 

§ Study school district financial projections, resource allocations and the annual budget 
development cycle. 

 
§ Assess the effectiveness of procedures by observing, recording and learning from what is 

happening.  
  
 
GATHERING INFORMATION:  SPRING 2016 PERCEPTIONS SURVEY 
 
During late March 2016 a perceptions survey was created to help ascertain initial school 
community perceptions about sharing a superintendent of schools.  The survey consisted of seven 
(7) total questions modeled after a shared superintendent survey that was conducted between 
Roscoe CSD and Downsville CSD in 2012. 
 
The intention of the Spring 2016 Perceptions Survey was to collect school stakeholder perceptions 
about this new initiative, and utilizing the survey’s data findings to influence planning and specific 
preparations for the Shared Superintendent to begin leadership of both school districts 
concurrently. 
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School community participants were asked: 
 

1. What is your stakeholder role in your school community?  (select all that apply) 
a. Student 
b. Parent 
c. Employee 
d. Community Member (non-employee) 
e. Alumni 
f. Other 

 
2. To which school community are you affiliated? 

a. Westport CSD 
b. Elizabethtown-Lewis CSD 
c. Both school communities in different ways 
d. Neither school community 

3. Perceived advantages:  Check all that you believe would be advantages for two 
districts sharing a Superintendent. 

a. Increased educational collaboration among the two schools 
b. Highlight more opportunities to share services 
c. Capitalize on an experienced educator and leader 
d. Provide other administrators a chance to demonstrate leadership 
e. Save money 
f. Promote increased stability in leadership; lessen administrative turn-over 

 
4. Perceived difficulties:  Check all that you believe would be difficulties for two districts 

sharing a superintendent. 
a. Favoring one school over another. 
b. Lack of presence at a school. 
c. Double the amount of meetings and meeting preparation. 
d. Not enough 'face time' with the superintendent. 
e. Decision making will be slower. 
f. Creation of animosity between the schools. 
g. Unfair distribution of time. 
h. Difficult in getting to know the Superintendent. 
i. Students may not know the Superintendent. 

 
5. As a Shared Superintendent schedule is being constructed for 2016-17, the schedule 

should feature: (select all that apply) 
a. High levels of superintendent visibility within the schools. 
b. Attendance at concerts, shows and athletics events. 
c. Mostly full-school days at each building. 
d. Mostly half-school days at each building. 
e. A blend of both half-days and full-days at each building. 
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6. The communication channels I'd most value being used by a shared superintendent 
would be: (select all that apply) 

a. Face-to-face interactions. 
b. Timely responses to email-based communication. 
c. Written pieces in district newsletters and weekly communications. 
d. Use of school district social media accounts like Facebook and Twitter. 
e. A constantly updated website section. 
f. Opportunities to interact and dialogue with the school community. 

 
7. For the final question participants were asked to share one or two ‘hopes’ for next 

school year with a Shared Superintendent. 
 
 
SURVEY FINDINGS 
 
Data obtained from the Spring 2016 Perceptions Survey provides me vital information in 
considering specific habits of practice for shared superintendency during the 2016-17 school year 
specific to Westport Central School. 
 
Survey findings will be incorporated into the execution of the activities in this Entry Plan, and the 
information in the survey will help formulate my plans of approach and emphases in my day-to-
day service at both Westport CSD and Elizabethtown-Lewis CSD. 
 
When asked about the perceived advantages of shared superintendency, a majority of 
respondents cited ‘saving money’ as a key advantage, as well ‘increased educational 
collaboration between schools.’ 
 
 
 

 
 

28.1

42.2

53.9

63.3

68.8

79.7

Provide	other	admins	opportunites	to	lead

Capitalize	on	experienced	leader

Promote	increased	stability	in	leadership

Highlight	more	opportunities	to	share	services.

Increased	educational	collaboration.

Save	money

Perceived	Advantages	to	Sharing	a	Superintendent
Percents	of	128	Survey	Respondents
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Further, the survey respondents were asked to check all descriptors they believed represented 
perceived difficulties in a shared superintendent arrangement. 
 
 

 
 
 
Survey respondents were asked to identify a shared superintendent’s communication channels 
that would have high value to stakeholders.  Given the importance of organizational 
communication, as well as communication as a means to create and maintain positive working 
relationships, the following finds are key finding to influence a shared superintendent’s day-to-
day professional practice: 
 
 

 
 
 
  

13.3

17.2

24.2

26.6

32.8

34.4

39.8

42.2

60.9

Creation	of	animosity	between	schools

Difficulty	in	getting	to	know	the	Superintendent

Unfair	distribution	of	time

Students	may	not	know	the	Superintendent

Decision	making	will	be	slower.

Favoring	one	school	over	another

Not	enough	face	time	with	Superintendent

Double	amount	of	meetings	and	preparation

Lack	of	presence	at	a	school

Perceived	Difficulties	to	Sharing	a	Superintendent
Percents	of	128	Survey	Respondents

36.5

43.7

44.4

53.2

72.2

73

Written	articles	in	district	communications

Use	of	school	district	social	media	tools

Constantly	updated	website

Opportunities	to	interact	with	community

Timely	responses	to	email-based	
communications

Face	to	face	interaction

Key	Communication	Channels	for	Shared	Superintendent
Percents	of	128	Survey	Respondents
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A challenging aspect of shared superintendency is the notion of ‘being everywhere all of the time.’  
Respondents were asked to consider which aspects of scheduling should be given thoughtful 
consideration when designing this arrangement between Elizabethtown-Lewis CSD and Westport 
CSD. 
 

 
 
 
I’d like to express ‘thanks’ to the 128 respondents of this spring 2016 perceptions survey!  The 
information provided via these responses have helped inform the construction of this Entry Plan 
and will further assist me in planning for the transition to the superintendency at Westport 
Central School District. 
 
Spring 2016 Perception Survey:  Forecasted Priorities Identified from the Survey 

 
1. A majority of respondents believe sharing a superintendent could increase 

collaboration between WCS and ELCS and highlight further opportunities to work 
together. 

 
2. A majority of respondents believe that a lack of presence at a school will be the most 

prevailing difficulty within this arrangement, therefore, further planning will focus on 
efforts to remove this perceived barrier. 

 
3. Face-to-face interaction and timely responses to email-based communication are the 

two most desired communication channels identified in the survey. 
 

4. Scheduling a blend of half-days and full-days is desirable, according to a strong 
majority of respondents.  So is high levels of visibility when I’m present at each 
school. 

  

8.7

13.5

54.8

68.3

77.8

Mostly	half-days	at	each	building

Mostly	full-days	at	each	building

Attendance	at	concerts,	shows,	sports,	etc.

High	levels	of	visibility	within	the	schools

Blend	of	both	half-days	and	full-days

Shared	Superintendent's	Schedule	Features	Most	Desired
Percents	of	128	Survey	Respondents
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PHASES OF ENTRY PLAN 
 
Five (5) phases are designed within this Entry Plan to support the process of learning about and 
maximize opportunities to learn about Westport Central School District.  Each phase is offered 
with a tentative time frame to accomplish the activities within the ‘natural boundaries’ of 
Shared Superintendency and a 50% split of physical time in each school building. 
 
Important to note:  although each Phase of the Entry Plan is important to accomplish the aims of 
this plan, the first and foremost priority is the day-to-day leadership of the school district.  The 
full range of Chief School Officer responsibilities must continue to be addressed by the 
Superintendent, therefore, Entry Plan Phases may be subject to adjustment. 
 
 
  
 
 
 
 
 
 
PHASE 1:  LISTEN 
 
Upon assuming responsibilities of Superintendent on July 1st I will engage in conversations with 
administrators, teachers, staff, students, parents and community leaders to develop a better 
understanding of how I can serve Westport CSD.  Conversations during Phase 1 will help me 
learn about the history of WCS, its strengths and essential concerns, and what the school 
community wants to preserve and/or change.  
 
During Phase 1 I will engage in conversations with internal and external stakeholders to 
determine the following. 
 

1. What are the key issues facing Westport CSD? 
2. What should be preserved as part of the school culture and traditions? 
3. What advice can you offer to support increased student achievement? 
4. How can I be the most effective with my role as Superintendent? 

 
PHASE 2:  DATA 
 
During this phase I will identify Westport’s performance strengths and opportunities for growth 
by reviewing a time series of data from 2013 through 2016.  Information learned during the 
conversations in Phase 1 will serve as a starting point with researching district data.   
 

PHASE	1:	
LISTEN	
July-

September	

PHASE	2:	
ASSESS	
DATA	
October	

PHASE	3:	
SHARE	

November	

PHASE	4:	
PLANNING	
November-
February	

PHASE	5:	
IMPLEMENT	
Spring	2017	in	
planning	for	
2017-18	
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I will review overall school achievement as well as conduct a thorough analysis of data in the 
socioeconomic and special education populations to identify specific trends and generate 
recommendations to address areas of concern.  
 
Policy and procedure efficiency will also be researched and reported on, in the context of Job 
Descriptions for administrators/supervisors and Main Office clerical staff.  For Main Office 
administrative assistants, close examination of current tasks will be examined juxtaposed with 
the district’s Collective Bargaining Agreement for the Associate Members of the Westport 
Education Association as well as Essex County Civil Service guidelines to ensure that Main Office 
staff are addressing critical work within their current job descriptions. 
 
Additionally, job descriptions and common tasks of the Guidance Counselor, Director of Student 
Support, and K-12 Principal will be examined in the same fashion as outlined above.  Intent:  
ensure that each individual is carrying out the scope of responsibilities as outlined within job 
descriptions and collective bargaining agreements, and find targets for streamlined efficiency.  
 
Information collected throughout Phase 2 will be used to create a plan that will provide direction 
and sustain success for learning in Westport CSD.   
 
PHASE 3:  SHARING 
 
I plan to present a public report on progress toward this Entry Plan, particularly Phases 1 & 2, at 
the Board of Education’s regular monthly meeting in November 2016.  Findings will be 
incorporated into a ‘next steps’ action plan.   
 
PHASE 4:  PLANNING 
 
During this phase I will use the data collected to finalize a preliminary draft set of District Goals 
for the Board of Education to consider in January 2017, to be circulated for public comment 
prior to final Board consideration in February 2017.   
 
Such a timetable for planning is advantageous during January and February 2017 as the Board 
would be preparing for Budget Development to be their primary focus until April. 
 
PHASE 5:  IMPLEMENTATION 
  
I will use information gathered throughout the Entry Plan to build on strengths and identify 
challenges facing Westport CSD.  The outlined activities are intended to create the following 
outcomes: 
 

§ Use information learned in conversation with school and community stakeholders to 
develop a greater understanding of Westport Central School. 
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§ Review findings with the Board of Education so necessary systemic transformations are 
embedded in expectations of the district and addressed through annual budgeting.    

 
§ Use communication as a means to create community and connectedness. 

 
 
MOVING FORWARD & NEXT STEPS  
 
A proposed action plan accompanies this Entry Plan to outline the specific activities I’ll 
undertake during first 5-6-month transition period.  I’ll ask the Board of Education to adopt this 
action plan as part of their July 14th regular meeting agenda. 
 
 
THANKS 
 
Again – it’s an honor to serve as the next Superintendent of Schools at Westport Central School. 
 
I’d like to extend ‘thanks’ to Cynthia Ford-Johnston for serving Westport Central School District 
as Interim Superintendent for the last two years, and for her openness, collegiality and support 
of this endeavor. 
 
Additionally, I’d like to recognize and thank District Clerk Jana Atwell for fielding my questions 
and providing me support with obtaining information as I prepare for this endeavor. 
 
I’d like to commend both the Westport CSD Board of Education and the Elizabethtown-Lewis 
CSD Board of Education for having the courage and foresight to not just ‘worry’ about the 
future, but rather, take proactive steps to address each school district’s unique needs. 
 
 
	

	 	


