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Executive Summary 

As part of the Superintendent search process, the consultants retained by the Board of 

Education to assist with the Search - Drs. Tom Ramming and Teresa Lawrence, who are 

affiliated with the Western New York Educational Service Council - prepared a 

Consultants’ Report which synthesized and analyzed the 1288 responses to the online 

survey and input from 20 focus groups.  

 

Of the 1288 responses to the survey, which was made available in English and Spanish, 

71% respondents self-identified as parents with children attending schools in the District. 

The survey asked respondents to select the top five (from a list of 30) experiences and 

skills that they desired or felt were most critical for the next Arlington Superintendent of 

Schools to possess. 

 

The nine responses receiving at least 300 “votes” are listed below.  

1. Ability to create a positive school culture: 672 

2. Ability to clearly identify problems and develop effective solutions: 669 

3. Strong commitment to improving student achievements/student success:524 

4. Strong commitment to issues pertaining to equity, diversity, social justice 

5. and closing the achievement gap: 393 

6. Strong presence in the schools and community: 378 

7. Evidence of being a person of unquestioned integrity: 356 

8. Committed to involving others in decision-making: 346 

9. Strong background in instruction and student achievement: 345 

10. Can successfully engage parents as partners in the education of their children: 303 

 

Respondents also ranked the top three Areas of Focus (from a list of eight) for the 

Superintendent over the next three to five years. All eight Areas of Focus and the 

respective number of responses are found below. 

1. Instruction/student performance: 914 
2. Communication with the community: 670  
3. Budget and finance: 620 
4. Improving technology: 430 
5. Building relationships and trust with stakeholders: 410  
6. Building/sustaining a strong interscholastic sports and/or arts programs: 290  
7. Communication with internal and external stakeholders:  
8. Contract negotiations and/or labor relations: 188  
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Finally, respondents to the survey shared an additional 392 comments for consideration 
to the Board of Education. The vast majority of comments reinforced what respondents 
indicated were the most desired traits and characteristics for the next Superintendent as 
well as challenges the Superintendent will face.  
 

The focus groups, which ranged in size from three to 10 participants, were comprised of 

members representing various internal stakeholders (e.g., Board of Education, teachers, 

administrators, support staff and students), external stakeholders (e.g., parents, band 

boosters and community leaders) or a combination (e.g., Equity Team). Using proven 

tools from Creative Problem Solving process, each focus group was first asked to identify 

and reach consensus on the most important traits, characteristics and skills the new 

Superintendent should possess. Among those that emerged across many of the focus 

groups were: 

▪ Integrity and character 
▪ Experienced, collaborative and visionary 
▪ Engaged and committed short- and long-term 
▪ Equity focused 
▪ Visible in schools and community 
▪ Invested in a well-rounded program to meet the diverse interests and needs of all 

students 
▪ Effective communicator with internal and external stakeholders 

 
Next, each focus group was asked to identify and reach consensus on the most important 
challenges for the next Superintendent. The following challenges were identified by many 
of the focus groups: 

▪ Financial pressures 
▪ Morale 
▪ COVID 
▪ Status quo mentality  
▪ Size of the District (geographic and total enrollment) 
▪ Racial/ethnic/socioeconomic diversity  

 
Lastly, each focus group was asked to identify the opportunities - both District and 
community related – available to the next Superintendent. The focus groups suggested 
the following opportunities as the most salient:  

▪ Supportive community 
▪ Good foundation (staff, programs and community) 
▪ Diversity is celebrated 
▪ Opportunity to make a difference 

 
The consultant’s report will be utilized by consultants and the Board throughout the search 
for and selection of the next Superintendent. It will also be shared with the new 
Superintendent to assist with the development of their Entry Plan.  
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Introduction 

This report serves as a synthesis of the data collected from the online survey posted to 

the District’s website and meetings between 20 (including the Board of Education) 

stakeholder groups and the consultants.  

 

The survey addressed two major questions: 1) What are the preferred traits and 

characteristics of the next Superintendent? and 2) What should be the areas of focus for 

the next Superintendent?  

 

The focus groups were asked to identify: 1) the traits, characteristics and skills the new 

Superintendent should possess; 2) challenges for the new Superintendent; and, 3) 

opportunities available to the new Superintendent. Question #1 found on the survey is 

very similar to the first question posed to the focus groups; survey question #2 (areas of 

focus) generally pertains to the challenges facing the new Superintendent, i.e., the 

second question posed to the focus groups.  

 

The purpose in sharing this information is to inform the Board on what the school 

community and community at-large see as important. The report can also be shared with 

the new Superintendent to assist them in developing an entry plan and setting priorities. 

The consultants have, for the most part, chosen not to interpret what the data “says”; the 

consultants do discuss how the results from the online survey and focus group 

discussions relate to and support one other. The consultants will also forward two 

comments about a particular employee to the Search Team in a separate, confidential 

document.  

 

Survey   

Two identical surveys (one in English and one in Spanish) were posted for approximately 

four weeks on the District’s website. Of the 1,288 respondents, 12 surveys were 

completed in Spanish. The consultants analyzed the surveys for salient information and 

present a summary, below.   

 

Survey Participation by Self-identified Group 

Resident of the Arlington Central School District WITHOUT children currently in its 

schools  
38 

Resident of the Arlington Central School District WITH children currently in its schools 912 

Current member of the Arlington Central School District Board of Education  4 

Member of the Arlington Central School District teaching staff 175 

Member of the Arlington Central School District non-certified staff such as clerical, 

buildings and grounds, teacher aide, etc.  
68 

Member of the Arlington Central School District administrative staff 17 

Student attending the Arlington Central School District  16 
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Business owner 1 

Other 57 

 

Preferred Experiences and Skills  

From a list of 30 experiences and skills, respondents were asked to indicate the five that 

they desired or felt were most critical for the next Arlington Superintendent of Schools to 

possess. Note: This question is nearly the same as the first question posed to the focus 

groups.  

 

The nine responses receiving at least 300 “votes” are listed below.  

1. Ability to create a positive school culture: 672 
2. Ability to clearly identify problems and develop effective solutions: 669 
3. Strong commitment to improving student achievements/student success: 524 
4. Strong commitment to issues pertaining to equity, diversity, social justice and 

closing the achievement gap: 393 
5. Strong presence in the schools and community: 378 
6. Evidence of being a person of unquestioned integrity: 356 
7. Committed to involving others in decision-making: 346 
8. Strong background in instruction and student achievement: 345 
9. Can successfully engage parents as partners in the education of their children: 303 

 
It is worth noting that more than half of all respondents indicated that the next 
Superintendent should have experience with: #1 - creating a positive school culture and 
#2 - identifying problems and developing effective solutions. The ability to create a 
positive school culture was also the highest ranked desired skill from among the 
respondents who took the survey in Spanish. Also noteworthy is that over one-third of all 
respondents seek a leader committed to addressing equity, diversity and social justice. 
This characteristic was also explicitly mentioned in 11 of the 20 focus groups.    
 

Areas of Focus  

From among eight areas of responsibility, respondents were asked to rank the top three 

areas of focus for the new superintendent over the next three-five years. From across all 

respondents, the rank order for the eight areas, along with corresponding preferred 

experiences and skills (see above), are shown below.   

1. Instruction/student performance: 914 (corresponds to #3 and #8 above) 
2. Communication with the community: 670 (corresponds to #1, #5 and #9 above) 
3. Budget and finance: 620 
4. Improving technology: 430 
5. Building relationships and trust with stakeholders: 410 (corresponds to #1, #5, #7 

and #9 above) 
6. Building/sustaining a strong interscholastic sports and/or arts programs: 290 

(corresponds to #3 above) 
7. Communication with internal and external stakeholders: 260 (corresponds to #5 

above) 
8. Contract negotiations and/or labor relations: 188  
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Instruction/Student Performance (#1) significantly outranked all other Areas of Focus. 

Note: Areas of Focus may be interpreted to be the same as, or similar to, challenges 

facing the new Superintendent which was the second question posed to focus groups.  

 
As we might expect, the identified Areas of Focus tend to align with many of the Preferred 

Experiences and Skills. In other words, those completing the survey expressed a 

preference for candidates who possess the Experiences and Skills they feel are 

necessary to address identified Areas of Focus.   

 

When synthesizing results regarding 1) Experiences and Skills and 2) Areas of Focus, it 

is clear that the respondents to the survey view the ability to create a positive school 

culture, effectively identify and solve problems and commit to improving instruction and 

student performance as the top priorities for the next Superintendent. 

 

Comments from the Surveys – Summarized  

Below is a summary of comments received from the respondents. The list is not 

exhaustive but rather representative of all comments. Survey comments generally align 

with the Preferred Experiences and Skills and Areas of Focus discussed above and 

sentiments expressed in focus groups. 

➢ Values, supports, advocates and commits to addressing issues of equity, 

diversity, racial tensions and social justice 

➢ Increase communication and stakeholder engagement as it relates to COVID 

➢ Strong and effective communicator: Listens, responds, transparent, inclusive 

➢ Invested: “Learns us”, building and promoting a sense of community, developing 

all programs, longevity in the position 

➢ Relationship builder and collaborator 

➢ Effective problem solver 

➢ Focuses on creating a culture of enthusiasm and pride 

➢ Sees value in a variety of programs for students 

➢ An advocate for all children (including SPED and home schooled) 

➢ Inclusive and transparent in their decision-making process 

➢ Fiscally responsible and equitable with spending plans 

➢ Approachable with a positive attitude for the work 

➢ Understands the dynamics and challenges of a large and diverse district  

➢ Forward thinking and future focused 

➢ Committed to academic excellence and closing achievement gaps  

➢ Experienced and sees value in instructional technology 

➢ Someone with experience and who knows about teaching 

➢ Believes in developing the whole child and is student centered 

➢ Interacts with and gets to know students – all students in all schools 

➢ Capable of making and leveraging community relationships and partnerships 

➢ An approachable person visible in the community 

➢ Strong evidence of being a team player 

➢ High moral character, integrity and trustworthiness - serves as a role model 

➢ A systems thinker  
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➢ Visionary with a willingness to try new things and grow the District  

Focus Group Comments  

The facilitated sessions with the focus groups provided some robust data for 

consideration. Drs. Ramming and Lawrence used the research based Creative Problem 

Solving tools “Brainstorming” to help groups generate ideas and “Highlighting” to help 

groups converge upon themes from among the many ideas generated. The consultants 

engaged with a total of 20 focus groups, 17 of which were in-person (adhering to COVID 

guidelines) while three were conducted virtually.   

 

The below data are presented with regard three questions asked of each focus group:  

1) What might be all the traits, characteristics and skills the next Superintendent 

should possess?  

2) What might be all the challenges facing the next Superintendent?  

3) What might be all the opportunities available to the next Superintendent?   

 

The themes are summarized by focus group, below. There is no preference or planned 

order in the presentation of the focus group summaries. A general summary of the 

responses from all groups, grouped by themes, may be found on page 15. 

  

Equity Team 

Traits/Characteristics/Skills  

▪ Equity driven 

▪ Effective communicator 

▪ Courageously antiracist 

▪ Person of color 

▪ Flexible and innovative 

▪ Strong visibility and engagement in each school building 

▪ Empathetic 

▪ Invested in community 

▪ Lifelong learner 

Challenges  

▪ Board of Education 

▪ Empowering those in the trenches 

▪ Wide range of ideologies from the community 

▪ COVID 

▪ Discrepant socioeconomic status across the District 

▪ Budget 

▪ Equity 

▪ Status quo mentality 

▪ White privilege 

▪ Racism within staff and community 

Opportunities  

▪ Equity team 
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▪ Build strong relationships with all marginalized groups 

▪ District that has begun a positive shift to culturally responsive teaching 

▪ Small group of diverse parents and students who would be willing to share 

experiences positive and negative 

▪ Diverse community 

▪ Committed families, staff and students 

▪ Amazing programs 

▪ Ability to impact a large and diverse student population 

 

Cabinet Officers - CAO 

Traits/Characteristics/Skills  

▪ Integrity 

▪ Good common sense 

▪ Dependable 

▪ Student focused 

Challenges  

▪ Budget 

▪ Retention/turnover 

▪ Board development 

Opportunities  

▪ Supportive community 

▪ Strong equity program 

▪ Committed employees 

▪ Strong new high school principal 

▪ New instructional opportunities 

 

Teaching Assistants 

Traits/Characteristics/Skills  

▪ Integrity 

▪ Strong vision 

▪ Driven leader 

▪ Team player 

▪ Values all learners 

▪ Strong problem solver 

▪ K-12 experiences “in the trenches”  

▪ Experience in the role 

▪ Transparent communicator 

Challenges  

▪ Differences of opinions in individuals and stakeholders 

▪ Staff shortages 

▪ Budget 

▪ Equity 

▪ Complex District with competing views and needs 
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▪ Technology 

▪ Equity 

▪ COVID 

▪ Learning, prioritizing, and meeting needs and interests in a large district 

Opportunities  

▪ Committed staff 

▪ Building relationships with stakeholders 

▪ Team players are open  

▪ Chance to move forward 

▪ Strong programs 

▪ Good reputation with good staff 

▪ Community assets 

▪ Can be a “difference maker”  

 

Department Heads 

Traits/Characteristics/Skills  

▪ Distributed leadership 

▪ Community builder 

▪ Good communicator 

▪ Experience 

▪ Servant leader 

▪ Visionary 

▪ A person of good character – values and actions 

Challenges  

▪ Fiscal 

▪ Size of the District 

▪ Managing technology 

▪ Identifying community values 

▪ Building a shared vision 

▪ Increasing collaboration 

▪ Understanding and addressing equity and diversity 

Opportunities  

▪ Talented, dedicated and passionate staff 

▪ Family opportunities 

 

Band Boosters 

Traits/Characteristics/Skills  

▪ Leadership experience in a large and diverse district 

▪ Invested in well-rounded program for life-long learning  

Challenges  

▪ Complexities of a large and diverse district 

▪ Intelligent uses of technology 

▪ Budget uncertainties - revenues, expenses and allocations 
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Opportunities  

▪ District and surrounding infrastructure  

▪ Dedication of faculty 

▪ Supportive community 

 

Hudson Valley LEAH Chapter 

Traits/Characteristics/Skills 

▪ Know and follow the regulations in a consistent manner  

Challenges  

▪ Gaining the trust of homeschooling families 

▪ History of poor communication with homeschool families 

▪ Misconception of homeschool families 

▪ Learning the nuances of homeschool families and the difference between 

them and “home crisis teaching” because of COVID 

▪ Discontinuing a “hands-off” approach to homeschooling families 

Opportunities  

▪ To be a glowing example and advocate of good and productive relationships 

with homeschool families 

 

Unionized Administrators 

Traits/Characteristics/Skills 

▪ Open mindedness 

▪ Collaborative leader   

▪ Relationship builder  

▪ Instructionally visionary  

Challenges  

▪ Program adjustments and fidelity of programs 

▪ Organizational challenges 

▪ Geography and demographics  

▪ Local politics 

▪ Fiscal challenges 

▪ Honoring/preserving best of Arlington 

▪ Relationships 

Opportunities  

▪ To create change and growth 

▪ Existing programs 

▪ Existing foundation and partnerships   

 

AESA Secretaries Union/CWA Food Service Workers/CSEA Custodial/NYSNA Nurses 

Union 

Traits/Characteristics/Skills 

▪ Good and transparent communication 

▪ Accessible 



10  

  

▪ Open minded and inclusive of other ideas 

▪ Integrity 

Challenges  

▪ Low morale across employees 

▪ Top-heavy administrative team 

▪ Lack of transparency 

Opportunities  

▪ Competent and dedicated employees 

▪ Diversity 

▪ Personal and professional growth 

▪ Location 

▪ Involved community 

▪ Amazing programs for students and adults 

 

Special Education Parent Teacher Association (SEPTA) 

Traits/Characteristics/Skills  

▪ Willing to communicate 

▪ SPED background 

▪ Strategic thinker 

▪ Positive 

Challenges  

▪ Many children with IEP’s whose needs are not met within the District 

▪ Angry parents 

▪ Lack of transparency 

▪ Needs to be in our schools to know our children 

▪ Lack of equity 

▪ Lack of main streaming from self-contained classrooms 

Opportunities  

▪ Join the PTA/SEPTA 

▪ Revamp the District and make it more transparent 

▪ Get to know parents and community 

▪ Establish open communication with all families 

 

Nonunion Central Office 

Traits/Characteristics/Skills  

▪ Effective communicator 

▪ “Good people” 

▪ Collaborative 

▪ Decision maker 

▪ Committed to equity 

Challenges  

▪ Parental “dynamics” 

▪ Communication 
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▪ Board “influence” 

▪ Lack of trust 

▪ Relationship building 

Opportunities  

▪ Reimagine education 

▪ Community engagement 

▪ Dedicated staff 

 

Retired Administrators 

Traits/Characteristics/Skills  

▪ Leadership character 

▪ Problem solver 

▪ Independent 

▪ Positive person 

Challenges  

▪ Lack of academic vision 

▪ Rebuilding confidence pandemic 

Opportunities  

▪ To bond 

▪ To be part of a renaissance 

 

CAO Secretarial  

 Traits/Characteristics/Skills  

▪ Team player 

▪ Practical intelligence 

▪ Accessible 

▪ Integrity 

▪ Strong communication skills 

▪ Sense of humor 

▪ Involved in community 

Challenges  

▪ Changing community 

▪ Pandemic 

▪ Necessary stamina 

▪ Building positive morale 

▪ Large community-based schools 

Opportunities  

▪ Location 

▪ Excellent staff 

▪ Proven potential 

▪ Great programs 

▪ Top notch educators 
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High School Students 

Traits/Characteristics/Skills  

▪ Effective 

▪ Compassionate 

▪ Open minded 

▪ Interacts with students  

▪ Personable and authentic 

▪ Focused 

▪ Experience with equity  

Challenges  

▪ COVID and aftermath 

▪ Social injustice 

▪ Diversity and equity 

▪ Efficient, reasonable an equitable budgeting  

▪ Size of the school/District  

Opportunities  

▪ Learning opportunities 

▪ Diverse area with many experiences  

▪ Strong variety of programs 

▪ Experienced teachers 

 

Arlington Director’s and Supervisors Association 

 Traits/Characteristics/Skills  

▪ Strong leader 

▪ Inclusive decision maker – and willing to make decision 

▪ Experience managing change 

▪ Experience leading a large organization 

Challenges  

▪ Large number of upcoming retirees - how to keep/maintain culture and history 

▪ Recognizing the nuances that make us Arlington 

▪ Mixed and changing community composition  

Opportunities  

▪ Strong, committed and dedicated employees 

▪ The community and employees want more and better for themselves and 

students 

 

Arlington Teachers Association 

 Traits/Characteristics/Skills  

▪ Meaningful collaboration 

▪ Positive and successful experience 

▪ Effective and transparent 

▪ Supports faculty 

▪ Confident and empathetic 
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▪ Innovative 

▪ Committed to equity 

▪ Passionate 

▪ Energetic 

▪ Effective leader 

▪ Invested (“All in!”) 

▪ Effective and collaborative communicator 

▪ Whole child oriented 

▪ Culturally responsive, equity conscious and anti-racist 

▪ Respectful 

▪ Team player 

▪ Empathetic 

▪ Diverse background 

▪ Long term commitment to the District and community 

▪ A person of character 

▪ Innovative 

▪ Experienced  

Challenges  

▪ Change resistant 

▪ Increased demands with decreased time and resources 

▪ Low morale in the District and community 

▪ Inequities  

▪ Systemic racism 

▪ Budget allocations 

▪ Lack of trust with teachers staff, administrators and community 

▪ Size of the District 

▪ Dysfunctional bureaucracy  

▪ Lack of vision and direction 

▪ Long term effects of pandemic 

▪ Staff and community “negativity”  

▪ Poor student performance 

▪ Equity 

▪ Building trust 

Opportunities  

▪ Ability to work with talented staff 

▪ Reset to reach full potential  

▪ Create a culture of equity for students  

▪ Diversity of the District and community 

▪ Create positive change 

▪ Dedicated and knowledgeable staff 

▪ Dynamic community 

▪ Strong teachers 

▪ To “bring back” and rebuild the pride in Arlington 
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▪ Strong community support 

▪ Established foundation 

 

Community Leaders 

 Traits/Characteristics/Skills  

▪ Holds people accountable 

▪ “Felt” (presence) in the District and community 

▪ Organized 

Challenges  

▪ Diversity 

▪ Current events 

▪ Managing Finances 

Opportunities  

▪ Unlimited potential for the District and self 

▪ Professional advancement 

▪ Location 

 

Board of Education 

Traits/Characteristics/Skills 

▪ Good communicator 

▪ Selfless 

▪ Mentor 

▪ Engaging 

▪ Community minded 

▪ Inspiring 

▪ Courageous 

▪ Collaborative 

▪ Student and teacher minded 

▪ Compassionate  

Challenges 

▪ Central office “dynamics” 

▪ Technology 

▪ Achievement gaps 

▪ Decreasing enrollment 

▪ Mental health of students and staff 

▪ Changing demographics 

▪ Morale 

▪ Financial pressures 

▪ Increased communication 

Opportunities 

▪ Realizing student performance  

▪ History of excellence 

▪ Dedicated faculty and staff 
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▪ Opportunity to make a difference 

▪ Supportive School Board 

▪ Continued work, focus and improvement around equity 

▪ Location, location, location! 

 

Summary 
The below is a general summary of the Traits/Characteristics/ Skills, Challenges and 
Opportunities from all focus groups.  

 
Traits/Skills/Characteristics: 

▪ Integrity and character 
▪ Experienced, collaborative and visionary 
▪ Engaged and committed short- and long-term 
▪ Equity focused 
▪ Visible in schools and community 
▪ Invested in a well-rounded program to meet the diverse interests and needs of 

all students 
▪ Effective communicator with internal and external stakeholders 

Challenges: 
▪ Financial pressures 
▪ Morale 
▪ COVID 
▪ Status quo mentality  
▪ Size of the District (geographic and total enrollment) 
▪ Racial/ethnic/socioeconomic diversity  

Opportunities: 
▪ Supportive community 
▪ Good foundation (staff, programs and community) 
▪ Diversity is celebrated 
▪ Opportunity to make a difference 

 
Not surprisingly, the data from the focus groups generally align with what stakeholders 
shared in their survey responses and comments. 
  
Conclusion 

Overall, we found members of the focus groups to be passionate and candid in their 

remarks. The responses to the survey also demonstrate that the Arlington school 

community cares deeply about the education of all students and the qualities the next 

superintendent should possess.  

 

The consultants will use the results of the survey and meetings with focus groups to recruit 

applicants, guide conversations with candidates and support the Board throughout the 

selection process.  

 
We suggest that the Board utilize this report to understand what the school community 
and community at-large see as important. The Board can also share the report with the 
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new Superintendent as a means of helping him/her develop an entry plan and establish 
priorities and, if it chooses to do so, post it the District’s website.  
 


