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Preface 

 

To become acquainted with Belmont and its excellent school system this past year has been my 

pleasure.  I am especially impressed by the talent of the administrators and professionals in the 

district and by the commitment of so many in the community to perpetuating and promoting 

excellence.  Of course, a perennial community issue is the balancing of resources and needs.  I 

welcome the opportunity to continuing serving the community this coming school year and 

especially to helping the district implement the new performance evaluation system.  I encourage 

the School Committee to continue to hold high standards for the performance of the district 

superintendent but as well and through the superintendent for the entire professional staff. 

 

The following comments are a self-assessment in light of the four standards of the new 

Superintendent’s Rubrics.  Important for all performance evaluators to recognize is that the 

rubrics for each class of professionals are detailed and encompassing.  Evaluators need not, 

indeed, should not attempt to comment or even mark-off on a check list performance levels for 

each element.  Some evaluators—I am one—may choose as well not to rate each indicator.  All 

evaluators must enter a rating for each standard.   

 

Preceding my reflection about performance against the standards is my assessment of progress 

towards realizing the two performance goals established last fall.  Please note that the new goals 

I shall propose in a few weeks will look somewhat different in an attempt to reflect what the new 

system supports by way of SMART goals. 

 

2011-2012 Performance Goals: 

 

District-Wide Goal (based upon the 2011-2012 Strategic Plan Goal #6): 

 

1) The Belmont Public School organization will manage community resources in a manner 

that fulfills financial and academic expectations, and fosters an informed, trusting 

relationship with the community. 

• Target:  Develop, communicate and report progress on an 18 Month Improvement 

Strategy that demonstrates positive returns on investment of community 

resources (beyond improved standardized test scores). 

• Target:  Develop a sustainable, long-term plan that will create adequate and 

predictable funding and preserve the quality of public education at a level that 

meets community expectations. 

I believe there has been substantial progress to realize this broad goal, but full achievement of 

the goal is still elusive; and there is much work yet to do to claim victory.  The district ended 

Fiscal Year 2012 in the black with a reasonable cushion, and that margin has been expended 
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strategically against demands of the 2012-2013 school year.  That all contracts were completed 

has more to do with the diligence of the School Committee than the work of the Superintendent, 

but resolution did entail some back-door conversations and negotiations to move the process 

along.  The “informed, trusting relationships with the community” come in consequence of 

ongoing work by not only the Superintendent but the whole School Committee.  The 

establishment of a Finance Subcommittee of the School Committee offered major inroads to 

improve trust and relationships between the School Department and the overseers of the town 

treasury.  A long-term plan to predict adequate funding is an abiding goal although the mutual 

work of administration and committee has laid the groundwork for accomplishing the goal.  The 

fact that members of the Town’s Warrant Committee have also reached out suggests that 

collegial and communal efforts to attain the goal promise success.  Finally, a final report on 

progress towards the six goals of the existing strategic plan awaits the October School 

Committee meetings.  However, certainly in the academic sphere, there has been substantial 

progress both to incorporate the Common Core Standards into the Belmont curriculum and to 

refine and clarify the instructional models for the system. 

2) Personal Development Goal:  Participate successfully in the Massachusetts New 

Superintendents’ Induction Program as a coach with the intention of bringing back to the 

Belmont Public Schools training and modeling to cultivate district leadership internally. 

Despite declining a new superintendent to coach this new school year, I have not been kicked out 

of the program yet!  More seriously, the curriculum of the program was one I was able to test by 

initiating in Belmont an entry plan, submitting an entry report, developing initial budget 

proposals based on those findings, and renewing strategic initiatives and re-envisioning.  Most 

important from my perspective has been the direct access and insights into the new educator 

appraisal system that have derived from the induction program.  Karla Baehr, the former Deputy 

Commissioner of the Department of Elementary and Secondary Education, has not only been the 

“mother” of the new appraisal system but as well as primary inventor of the induction program.  

In consequence, we were able in Belmont to rely upon what almost amounted to insider 

information to get plans in place, have the union on board, and ramp up for full implementation 

in the fall.  Lessons from NSIP also allowed me to identify and cultivate administrative talent 

and to direct other emerging district leaders into the NISL program, the National Institutes for 

School Leadership.  I would deem that while there are more lessons to learn as the induction 

program matures, the actual goal as stated has been accomplished. 

Standard I:  Instructional Leadership.  The education leader promotes the learning and 

growth of all students and the success of all staff by cultivating a shared vision that makes 

powerful teaching and learning the central focus of school. 

One advantage of my participation as a coach in the New Superintendents Induction Program has 

been encouragement and reinforcement of the importance of the presence of a superintendent in 

schools, in classrooms, and in joint observations with principals and directors about instruction.  

I’m pleased to say that the quality of building leadership in the Belmont schools is now 

excellent.  I base the statement on the opportunities I have had to observe classes with principals 

and directors and to discuss our observations afterwards.  The experience reinforced my belief 

that articulating the instructional models we wish to see in effect was of major importance, and 

both principals and directors have made much progress to defining those models for this coming 



school year.  We have also been encouraging teachers as well as leaders to imagine blended 

innovative practices, and this coming school year there will be two interesting pilot programs 

that embrace and expand our use of technology but, as well, test whether web-based 

programming and hand-held computers and the software for them really will improve 

instruction:  a second-grade pilot at the Butler School; an American Studies pilot at Belmont 

High School.  I believe that the iteration of budget priorities as embedded theories of action that 

impinge directly upon instructional practice has helped develop a broader common sense of 

mission and purpose among the professionals in Belmont.  Finally, I am most pleased at the 

responsiveness of the principals and the other administrators who report directly to me about the 

efficacy of the new educator appraisal system.  Although our experience was emergent rather 

than fully compliant, ninety percent of what we did from self-assessments to goal setting to 

formative and summative assessments demonstrated the values of the new model.   

Standard II:  Management and Operations.  Promotes the learning and growth of all students 

and the success of all staff by ensuring a safe, efficient, and effective learning environment, using 

resources to implement appropriate curriculum, staffing, and scheduling. 

Success in realizing effective management and operations is fundamentally dependent upon the 

quality of building leaders and the degree of confidence central administrators hold in them.  

Belmont is fortunate to have excellent principals, and much of my work this year has been to 

learn from them.  Of course, hiring a permanent new high school principal quickly and credibly 

was essential; and there was some considerable background work that had to occur for the event 

to happen.  The District Leadership Council has also proved to be a supportive and responsive 

collection of professionals, and their direct and honest comments have helped guide an interim 

superintendency beyond being a mere placeholder.  I have attached as an “artifact” a survey of 

the leadership council that demonstrates their honesty, their high standards, and the work the 

district and its leaders have before them to improve overall operational morale.  Work through 

the health and safety committee has put a spotlight on the major issues we need to continue 

addressing:  drinking behaviors, bullying, and the overall social and emotional well-being of our 

students.  Part of the work of the central office has been to engage and maintain a strong, 

supportive partnership with law enforcement as well as with the district attorney’s office and 

with social welfare agencies.  Some difficulties with a couple of METCO students this year 

might have blown the program apart were it not for some thoughtful help and intervention from 

central office and the better counselors at Belmont High School.  Despite what has been a 

reportedly a higher number of grievances filed by the BEA—perhaps as much an indication of a 

negotiations year as anything else—administrative-union relationships seemed working and 

workable, as demonstrated by the agreements and by the memorandum of understanding for the 

new appraisal system.  Under the Assistant Superintendent, the commendable program of 

professional learning teams remains the heart of a substantial and effective professional 

development program in the district.  While the forthcoming coordinated program review (CPR) 

will likely find omissions, the district’s compliance with law, regulation, and occasional 

mandates is solid and appropriate.  The ordeal of a federal civil rights review yielded some 

shortcomings but no finding of noncompliance or inappropriate action.  The management and 

operations standard also requires conscionable management of a budget and budget planning.  

The district this past year did come a long way from the contentions of the prior year, and the 

close working relationship between the budget director and school committee holds immense 

promise for improved and improving budgetary reporting and planning.  In human relations, 



there were two particularly difficult personnel issues that ultimately were resolved successfully, 

both of which did require the superintendent’s direct engagement. 

Standard III:  Family and Community Engagement.  Promotes the learning and growth of all 

students and success of all staff through effective partnerships with families, community 

organizations, and other stakeholders that support the mission of the school and district. 

Certainly the Town of Belmont is more culturally and ethnically diverse than popular external 

images allow, especially given the national attention recently focused upon the town because of 

its resident presidential candidate.  Through support and encouragement of the district’s 

ELA/ELL director, the programming for immigrants and minorities is strong and effective.  

There are challenges that face the METCO program, but challenges the district addresses head-

on through its tutoring programs and engagement with community service organizations such as 

Belmont Against Racism.  The integrated partnership with the Belmont Education Foundation 

serves the district very well, and the Foundation holds immense promise for engaging with the 

district efforts to explore innovative instructional practices.  The anti-bullying program did prove 

to be a decidedly positive step; yet, there remain emotional and social issues that center upon 

negative behaviors at the high school that still require addressing.  No district can resolve those 

issues without stronger engagement of parents.  At the same time, there needs to be greater effort 

to moderate unrealistic expectations for student achievement that contribute to student stress and 

anxiety, especially in the later years of high school.  A major achievement has been a more 

visible and vocal acknowledgment of the issues and a set of recommendations to stem the causes 

that emerged from a professional learning team focused on the problems.  Finally, the crisis of 

the playgrounds deserves a mention:  The Butler Playground Committee has been a model of 

cooperation and enlightenment in a difficult matter.  It’s counterpart for Joey’s Park has emerged 

as a town-wide effort to recognize the need to sustain and maintain recreational resources, 

whether property of school or town.  I believe it to be important for a superintendent to be a 

visible presence in a community.  While I have not maintained a calendar of attendance at 

various community events, I do attend and will attend as many such activities as schedule and 

stamina allow.  My membership in the Belmont Rotary Club does extend the interests of the 

school district into the broader civic fabric. 

Standard IV:  Professional Culture.  Promotes success for all students by nurturing and 

sustaining a school culture of reflective practice, high expectations, and continuous learning for 

staff. 

As an interim superintendent, I have inherited high expectations for student achievement, an 

excellent if yet nascent program of professional learning communities, and a staff for the most 

part dedicated to reflective practice about the art of teaching.  I cannot take credit for creating 

those dynamics.  I have been concerned about the numerous comments that staff morale is low, 

to the extent that I have held several exit interviews with strong leaving the system or the 

profession.  I believe much discontent is historic and lay with the indefiniteness and stress of the 

financial crisis in the spring of 2011, and I determined to keep the professionals apprised about 

the positive budget work that was happening in the spring without compromising the truth about 

limited resources.  Part of the task required deferring any comments about reductions-in-force, 

emphasizing the value of all employees, and encouraging positive supportive communication 

between district leaders and classroom practitioners.  I do believe that the emerging trust within 



the advisory committee for the appraisal system helped defeat what might have become a 

them/us kind of climate, especially during some of the more tense times of contract negotiation.  

Part of the work of a superintendent is to keep staff informed about priorities, exigencies, and 

possibilities.  I initiated a newsletter to that end, and this coming year will pilot a 

superintendent’s blog that I might hope would be an even more effective means of 

communication and engagement. 

 

Artifacts 

The new appraisal system encourages the assembling of “artifacts” in addition to the anecdotes, 

observations, and impressions that inform any assessment of performance.  As examples of the 

kinds of artifacts for the superintendent, I cite the following: 

1) Superintendent’s Entry Plan (SC Members received copies in December 2011) 

2) Budget summary and theories of action (Final submission in April 2012) 

3) Survey about superintendent’s performance completed voluntarily by members of the 

District Leadership Council (attached) 

4) Sample administrator’s evaluation (attached) 

5) Opening Day comments from September 2011 (attached) 

6) Memorandum of Agreement about Educator Appraisals (Given SC June 2012) 

7) Sample staff newsletter (June 2012) (Attached) 

8) Log of school visits 2011-2012 (Attached) 

 


