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During the Board of Education’s selection process for the Superintendent of Schools, 
which included interviews with participation from many stakeholders, the picture of 
Croton-Harmon as a vibrant, forward-thinking school district quickly emerged. 
This entry plan outlines how, as the new Superintendent of Schools in Croton-
Harmon, I intend to begin to learn about the school district community and 
provide for the continued progress of the district going forward.

A transition of leadership is one of the most critical periods for any school district.  
By envisioning and articulating a thoughtful and comprehensive entry plan for this 
transition in Croton-Harmon, my goal is to ensure that the great work of the school 
district will continue to flourish during this period.  

This plan shares the goals and activities that I intend to aspire to and engage in during 
the period of time following my appointment by the Board of Education and through the 
remainder of the 2021-2022 school year.  

The plan is designed around three broad themes:  
CONNECTING, UNDERSTANDING, AND VISIONING

These themes will be reflected in the goals and activities detailed throughout  
this document.  

Mission for the Transition and Entry Plan:

• Provide for a transition of leadership and entry that is smooth and productive

• Establish a meaningful relationship with the Board of Education, administration, 
faculty and staff members, students, parents and community

• Become a regular, visible and known presence in the Croton-Harmon community

• Provide for opportunities to learn about the work of our district, and the  
people engaging in that work

• Understand the climate and culture of Croton-Harmon, and the values of  
the community

• Provide opportunities for the district’s educational community to know me

• Ensure follow-up with the Board of Education and all district stakeholders  
to discuss themes and opportunities for future work which emerge from 
implementation of this plan
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PHASE 1:  
Prior to Entry

November – December  
2021

PHASE 2:  
Initial Entry

January – March  
2022

PHASE 3:  
Post-Entry

April – June  
2022

Make introduction to the  
CHUFSD community,  

including visits to schools

Develop relationships with the  
faculty, staff and students

Continue meetings with  
individuals and groups to  

learn perspectives

Develop relationships with  
Board of Education members, 

administrative staff and  
bargaining unit leaders

Meet with stakeholders  
individually and in groups to  

learn their perspectives

Compile and analyze findings from  
the meetings with stakeholders

Establish initial connections  
with district stakeholders  

and groups

Establish regular presence  
in the CHUFSD community

Develop presentation to share  
themes related to strengths and  

areas for future growth

Conduct initial reading of  
district plans, policies  

and reports

Develop overview of  
district’s strengths and opportunities  

for future educational growth

Continue to build relationships  
with stakeholders across the  

CHUFSD community and region

Develop understanding of  
current district and  

school priorities

Deepen understanding of district 
plans, policies, reports and collective 

bargaining agreements

Implement plan to gain stakeholder 
reflection on first three months of 

Superintendency

Transition and Entry Plan Phases
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Questions to Pose During Individual and  
Group Discussions

I intend to use a consistent set of questions as a basis for the discussions among 
district stakeholders, with the goal of identifying themes and core topics of interest 
about the school district from the community. 

Some of those planned questions are:

What do you value highly about our district and want to see  
continue going forward? 

What are you most proud of about our district?

What would you like to see our district change or improve?

What are some of the challenges that we are facing right now? 

What challenges do you envision that we will face in the future?

What have we learned or experienced during the pandemic that you  
would like to see Croton-Harmon Schools embrace or capitalize on?

What would you like to know about me?

What would you like me to know about you?
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Transition and Entry Plan: Goals and Activities

GOAL 1 
Make connections and develop relational trust with stakeholders in and around 
the Croton-Harmon School District community.

Identified Groups Activities Timeline

Board of Education • Meet with Board of Education members, 
individually and collectively

• December 2021 - January 2022

• Review Board policies, meeting agendas and 
videos, minutes and presentations

• December 2021 - January 2022

Administrative Team • Meet with all administrators individually 
on a regular basis

• Review and discuss annual goals for each 
administrator

• Meet regularly with all administrators as  
a group

• Beginning November 2021  
and ongoing

• Beginning November 2021  
and ongoing

• Beginning January 2022  
and ongoing

Leadership of the District’s 
Collective Bargaining Units 

• Meet regularly with bargaining unit leaders 
individually

• Review collective bargaining agreements 
and individual contracts

• Beginning December 2021  
and ongoing

• January 2022

Faculty and Staff • Attend faculty and staff meetings 

• Hold “Meet and Greet” sessions 

• Schedule “Informal Chats” with groups of 
faculty and staff

• Visit schools and classrooms regularly

• Beginning January 2022  
and ongoing

• Beginning January 2022  
and ongoing

• Beginning January 2022  
and ongoing

• Beginning January 2022  
and ongoing

continued
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GOAL 1 CONTINUED
Make connections and develop relational trust with stakeholders in and around 
the Croton-Harmon School District community.

Identified Groups Activities Timeline

Croton-Harmon Students • Meet with PVC Student Council; 
CHHS Student-Faculty Congress; 
Superintendent’s Advisory Committee; 
CET students

• Utilize focus groups to ensure diversity of 
student perspectives

• Visit classes, clubs and athletic events 

• Attend student-centered community events

• Beginning January 2022  
and ongoing 
 

• Beginning  January 2022  
and ongoing

• Beginning  December 2021  
and ongoing

• Beginning  January 2022  
and ongoing

PTA/PTSA/SEPTA 
organizations

• Meet with leadership of each organization

• Attend PTA/PTSA/SEPTA meetings

• Beginning December 2021  
and ongoing

• Beginning December 2021  
and ongoing

District Families • Send Introductory Communications 
(Letter, Croton Connections)

• Hold “Meet and Greet” opportunities,  
in-person and virtually

• November 2021 - January 2022 

• Beginning January 2022

Community Business Leaders 
and District/Community 
Partners

• Identify, contact and meet with local 
business owners; The Rotary; and the 
Croton Business Council

• Beginning December 2021  
and ongoing

• Meet with members of district/community 
partners, including CHEF; Croton Caring; 
Croton100; Croton Free Library; Mothers 
Out Front - Northern Westchester

• Beginning December 2021  
and ongoing 

State and Local Political 
Leaders, and Fire, EMS, Police 
and Health Department Leaders

• Meet with County Executive Latimer; 
Assemblywoman Galef; Town of Cortlandt 
Supervisor Dr. Becker; Town of Yorktown 
Supervisor Matthew Slater; Mayor Pugh; 
Village Manager Healy and the Village 
Board regularly

• January - February 2022  
and ongoing

• Contact the office of Senator Harckham to 
schedule meeting and extend invitation for 
visits to Croton-Harmon Schools

• January - February 2022

• Meet with Police Chief Nikitopolous, Fire 
Chief Dinkler and EMS President McCabe 
regularly

• Beginning January 2022  
and ongoing

continued
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Identified Groups Activities Timeline

Retiring Superintendent • Meet with Dr. O’Connell • Beginning November 2021 - 
Spring 2022

Putnam-Northern Westchester 
BOCES Leadership and 
Regional Superintendent 
Colleagues

• Meet with Dr. James Ryan, District 
Superintendent of PNW BOCES

• Join and attend meetings of the Lower 
Hudson Council of School Superintendents

• Contact superintendents of surrounding 
school districts

• Beginning December 2021  
and ongoing

• Beginning January 2022  
and ongoing

• Beginning January 2022  
and ongoing

Local Media • Meet with the district’s Communication 
Specialist

• Make contact with representatives from 
The Journal News, News 12, Patch, and the 
Croton Gazette

• Beginning November 2021  
and ongoing

• January 2022

• Review recent media coverage of Croton-
Harmon Schools

• January 2022

Local Faith Leaders • Identify and make contact with local faith 
leaders

• Beginning January 2022

GOAL 1 CONTINUED
Make connections and develop relational trust with stakeholders in and around 
the Croton-Harmon School District community.
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Identified Area Activities Timeline

Strategic Coherence Plan/Vision 
and Mission Statements/Goals

• Review Strategic Coherence Plan, Vision 
and Mission Statements and Goals

• Discuss implementation and thoughts on the 
next iteration of Strategic Coherence Plan 
with varied stakeholders including: Board 
of Education, administrators, teachers, staff 
members, students, parents and community

• Review Board of Education goals for current 
and prior school years

• November 2021 

• January 2022 and ongoing 
 
 
 

• December 2021 - January 2022

Health and Safety • Review District and Building Safety Plans

• Review District and School COVID-19 
Health and Safety Plans

• Attend District/School Safety Team 
Meetings

• Observe drills

• Meet regularly with Fire, EMS and Police 
Department leaders

• Meet regularly with County Health 
Department and PNW BOCES Health and 
Safety leaders

• January 2022

• January 2022 

• Ongoing 

• Ongoing

• Ongoing 

• January 2022 and ongoing

Finances • Meet regularly with the Assistant 
Superintendent for Business

• Review most recent Comptroller’s Report, 
Internal and External Audit Reports

• Review Reserve Fund Reports

• Review status of any pending tax certioraris

• Beginning November 2021 
and ongoing

• January - February 2022 

• January - February 2022

• January - February 2022

continued

GOAL 2  
Develop an understanding of the district’s operations, priorities, programs, practices, and plans. 
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Identified Area Activities Timeline

Facilities, Buildings and Grounds • Engage in regular walk-throughs of 
each school facility with the Assistant 
Superintendent for Business, building 
administration and the Director of Facilities

• Conduct regular walk-throughs of athletic 
facilities with Director of Health, Wellness, 
Physical Education and Athletics

• Review 5-Year Facilities Plan and related 
facilities documents

• January 2022 and ongoing 
 
 

• January 2022 and ongoing 
 

• January 2022

Instructional Program • Meet regularly with Assistant 
Superintendent

• Meet regularly with building leaders

• Meet regularly with teachers, aides and 
students

• Meet regularly with Curriculum Fellows

• Review curriculum maps

• Visit classrooms in all schools

• Review assessment plan and district 
assessment data

• November 2021 and ongoing 

• November 2021 and ongoing

• January 2022 and ongoing 

• January 2022

• January 2022 and ongoing

• January - February 2022

• January - February 2022

Special Education and Related 
Services

• Meet regularly with Director of Pupil 
Personnel Services

• Meet regularly with building leaders

• Meet regularly with teachers, therapists, 
aides and students

• Meet regularly with SEPTA leaders and 
members

• Review Special Education District Plan

• Visit classrooms in all schools 

• Attend CSE meetings

• Visit out-of-district programs attended by 
Croton-Harmon students

• January 2022 and ongoing 

• January 2022 and ongoing

• January - February 2022 

• January 2022 and ongoing 

• January - February 2022

• Beginning January 2022  
and ongoing

• Spring 2022

• Spring 2022

continued

GOAL 2 CONTINUED
Develop an understanding of the district’s operations, priorities, programs, practices, and plans. 
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Identified Area Activities Timeline

Athletics, Extracurricular, Arts 
and Music Programs

• Meet regularly with Director of Health, 
Wellness, Physical Education and Athletics

• Meet regularly with Assistant 
Superintendent and Building Leaders

• Meet regularly with the Booster Club 
and student and staff participants in our 
extracurricular, arts and music programs

• Attend events

• November 2021 and ongoing 

• November 2021 and ongoing 

• January 2022 and ongoing 
 

• December 2021 and ongoing

Organizational Structure • Review Organizational Structure 

• Evaluate whether current structure is 
meeting needs of the district

• January 2022

• Ongoing

Transportation • Meet regularly with the Supervisor of 
Transportation

• Meet with Transportation Department  
staff members

• Observe bus arrival and dismissal procedures 
at all schools

• Ride bus routes

• December 2021 and ongoing 

• January - February 2022 

• Ongoing 

• Spring 2022

Technology • Meet regularly with Director of Technology 
and Innovation

• Attend Technology Plan development 
meetings

• Review District Technology Plan  
(2018 - 2021)

• Observe classrooms

• Walk-through data and server closets and 
related areas

• Meet with Lower Hudson Regional 
Information Center leadership

• November 2021 and ongoing 

• December 2021 and until 
completed

• December 2021 

• Ongoing

• Ongoing 

• February - March 2022

continued

GOAL 2 CONTINUED
Develop an understanding of the district’s operations, priorities, programs, practices, and plans. 

Superintendent of Schools Transition and Entry Plan 9



www.chufsd.org

Identified Area Activities Timeline

Committee Structure • Review structure for committees throughout 
the district

• Attend committee meetings

• Discuss committee goals, structure and 
effectiveness with members

• December 2021 - January 2022 

• Ongoing

• Ongoing

Communications • Meet regularly with District 
Communications Specialist

• Meet with PNW BOCES Communications 
Director

• Review data related to communications 
approaches and access

• Beginning November 2021 
and ongoing

• January 2022 

• Ongoing

Legal Involvement • Meet with representative attorneys from  
law firm

• December 2021

GOAL 2 CONTINUED
Develop an understanding of the district’s operations, priorities, programs, practices and plans. 
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The nature of this work will be dependent upon the feedback that I receive during my conversations 
with stakeholders around the Croton-Harmon community during the initial phases of the entry plan.  

The priority will be to schedule opportunities in March/April and June/July to provide updates to 
the Board of Education, faculty, staff, parents, students and community about themes which have 
been identified through implementation of the transition and entry plan.  

Additionally, I will ensure that I devote time to garnering feedback across stakeholder 
groups about my work as the Croton-Harmon Superintendent over the first 100 days, 
and at intervals beyond that. Questions such as the following will be used to gain that 
feedback:

I have been in my new role as Superintendent in our district for about 100 days; 
what are some things I should start doing, stop doing, or continue to do?

What are your thoughts about my work thus far, including strengths and 
opportunities, to help me continue to grow as the Superintendent?

I look forward to the opportunity to meet with and learn from individuals and groups 
throughout the Croton-Harmon community and to collaboratively envisioning the next  
steps in our continued growth and development as a school district.

With Tiger Pride,

Stephen Walker

GOAL 3  
Reflect on feedback, communicate themes related to strengths and areas of opportunity, and 
collaboratively envision the next level of growth for the Croton-Harmon Schools.
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