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STRATEGIC ENTRY: THE FIRST 100 DAYS
A successful start to the superintendency requires clarity, trust, and a strong
foundation. This issue of The Navigator is designed to guide first-year
superintendents through their critical first 100 days by offering structured
strategies, sample activities, and  customizable strategic entry resources.

Top 10 Entry Strategies 
1. Build Relationships and Trust

Meet one-on-one with each school board member to understand their
goals and expectations.
Conduct introductory meetings with central office staff, principals, and
association  leaders.
Be highly visible: visit every school, attend events, and engage in informal
conversations.
Prioritize listening—take notes, follow up on concerns, and express
appreciation.

2. Communicate Early and Often
Send an introductory message to staff, families, and community
members.
Establish predictable, consistent communication (e.g., weekly updates,
newsletters, social media).
Offer two-way communication channels such as listening tours, surveys,
and open office hours.

July VTLA Session
Date: July 23  
Time: 9:00 - 10:30 AM  
Zoom Link

During this session, you will meet the VASS
team, meet State Superintendent Jenna
Conway and her team, learn about the
supports available through your
membership, connect with fellow
superintendents, and begin planning for a
successful leadership journey.

VTLA Resource Library

https://us06web.zoom.us/j/87239827892?pwd=AKWG28ehJr3VUaSeuADhrvRr9bH2bS.1
https://vassonline-my.sharepoint.com/:f:/g/personal/a_griffin_vassonline_org/IgC_6_XVk4JMSI3sSF9I2WIVAYjx3mQMnrQBNp9NGSKsogk?e=IF6VlM


REFLECTION QUESTIONS
What strengths are consistently
mentioned across stakeholder
groups?

What challenges or concerns
are surfacing repeatedly?

Where is the perception/reality
gap most visible?

How does the strategic plan
reflect current needs?
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3. Conduct a Comprehensive Entry Assessment
Use a structured entry plan to collect feedback from stakeholders.
Review key documents: strategic plans, budgets, school improvement
plans, accreditation reports, staffing data, and student performance.
Identify common themes: strengths, areas for improvement, and
opportunities for alignment.

4. Align with the School Board and Strategic Plan
Clarify roles, norms, and communication protocols with the School Board.
Understand the board’s priorities and the superintendent evaluation
timeline. Ensure shared understanding of how success will be defined and
measured.
Collaboratively select or confirm the superintendent evaluation instrument
—in some contracts, this must occur within the first six months.
Analyze the strategic plan for alignment with stakeholder feedback and
early findings.

5. Learn the Culture Before Making Major Changes
Observe and understand the local context, history, and political dynamics.
Avoid immediate large-scale changes unless urgently needed.
Use entry findings to inform a 6- or 12-month action plan aligned to
performance standards.

6. Establish Your Leadership Team Culture
Clarify roles, responsibilities, and accountability with the senior team.
Launch recurring team meetings focused on strategic goals and
improvement cycles.
Identify key leaders for HR, instruction, operations, and communications.

7. Monitor and Communicate Quick Wins
Track early accomplishments (e.g., improved procedures, stakeholder
engagement).
Share success stories with the board, staff, and community to build trust.

8. Connect with External Partners
Meet with city/county officials, business leaders, higher education, and civic
groups.
Map community stakeholders who influence or support division initiatives.

9. Reflect and Adjust
Summarize findings in a Listening and Learning Report.
Share key insights and planned next steps with the board and community.
Transition findings into strategic actions and measurable goals.

10. Leverage VASS Support and Professional Learning
Connect with your VASS Executive Coach early to receive individualized
guidance and support throughout your first year.
Attend VTLA sessions to build capacity in strategic leadership and
continuous improvement.
Explore other VASS resources and events tailored to support new
superintendents with networking, policy updates, and shared practices.

RESOURCES & TOOLS
Entry Plans

Amelia
Fairfax
Frederick
Gloucester
Loudoun
Petersburg
Prince William
Stafford

July 2025 Strategic Entry Resources

VTLA Playlist
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https://vassonline-my.sharepoint.com/:b:/g/personal/a_griffin_vassonline_org/IQAjiaoA0L-WTrfJPK5Ei1zFAVdFm-ccgoivjUFX972dycY?e=TTJmcf
https://vassonline-my.sharepoint.com/:b:/g/personal/a_griffin_vassonline_org/IQAjiaoA0L-WTrfJPK5Ei1zFAVdFm-ccgoivjUFX972dycY?e=TTJmcf
https://vassonline-my.sharepoint.com/:b:/g/personal/a_griffin_vassonline_org/EdS57zwagi9EmjAo1mfLMt0BOQlV7gjYcSguZK9ZCfYf_Q?e=T4Pozf
https://www.fcps.edu/departments-and-offices/office-superintendent/entry-plan
https://go.boarddocs.com/va/fcpsva/Board.nsf/files/CNNMTV5CD8E4/$file/Entry%20Plan%20-%20First%20100%20Days.pdf
https://gets.gc.k12.va.us/page/superintendent
https://www.lcps.org/page/superintendent
https://www.petersburg.k12.va.us/Yolonda%20C_%20Brown%20-%20%20100-Day%20Plan%20Petersburg%20City%20Public%20Schools%20_2_.pdf
https://www.pwcs.edu/leadership/superintendent_of_schools/first_100_days
https://www.staffordschools.net/about-us/departments/superintendent
https://vassonline-my.sharepoint.com/:f:/g/personal/a_griffin_vassonline_org/IgBs8h5i4102T439zA3rpQdQAW4E3ilnauA5TBHeKebFxAY?e=AaTZO2
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