
To:  Board of Education Members 
From:  Phil Benante 
Re:  Entry Plan Outline  
Date:  May 8, 2018 
 
The following entry plan is being submitted to you in anticipation of my appointment as 
Superintendent of Schools of the Haldane Central School District on July 1, 2018.  The 
following goals have guided the articulation of this plan: 
 

1. To commence a smooth transition of leadership 
2. To establish myself as a trustworthy, forward-thinking, and enthusiastic leader of 

the Haldane Central School District for both internal (students, board members, 
faculty and staff) and external (community leaders, business owners, etc.) 
members of the community 

3. To honor the positive aspects of the existing practices and culture of the school, 
while introducing incremental changes that enrich those practices and culture 

4. To create the foundation for strong collaborations in building a strategic vision of 
teaching and learning for the future 

 
It is critical that the Superintendent of Schools develop an understanding of the history 
and culture of the school district and surrounding community in order to successfully 
serve students.  Therefore, this work will be facilitated in three phases: pre-entry, entry, 
and post-entry.  Each phase is explained herein, along with accompanying activities.   
 
A transition of leadership is a unique period for a school system.  While it will be 
imperative for me to learn about the school culture and community, this transition will 
also be a unique period where I can most objectively observe the systems which impact 
the school and potentially make changes that otherwise could not be attained as readily 
later in my tenure.  Balancing these elements is essential.   
 
I see the entry plan as iterative in that it should be flexible enough to be adjusted as I 
learn more about the school community.  Therefore, please keep in mind that this is a 
working draft and will evolve as I further immerse myself in the Haldane community.  It 
is my intent to share a final entry report once phase three has concluded.   
 
I look forward to our continued work together. 
  



Pre-Entry Activities (May 1, 2018 through June 30, 2018) 
 
The purpose of pre-entry activities is to begin to actively construct a relationship with 
the school community in order to have as seamless a transition as possible.  These 
activities center on initiating the structures and systems to put myself in the best 
possible position to serve students come July 1.   
 

Action Items  
 

1. Draft/send letter to the community to introduce myself, and highlight the 
relationship between my previous experience and the qualities/skills/attributes 
that the community was looking for in its superintendent. 

2. Meet with Board of Education to discuss/finalize transition plan.  Identify key 
strategic objectives that may carry-over into the 2018-2019 school year. 

3. Meet with Dr. Bowers to discuss decision-making process between May 1 and 
the end of the year.  Decide which outstanding issues will be resolved by the end 
of the year and which will be addressed after my start. 

4. Meet with office staff to discuss calendar set-up; begin to establish meeting 
dates/times with key stakeholders (meetings to take place after July 1). 

5. Walkthrough/visit the elementary, middle, and high school to meet with 
students, faculty and staff.   

6. Review the results of any data that has been collected regarding the 
Superintendent Search process (if available). 

7. Meet with Jim Ryan, PNW BOCES superintendent for a more elaborate 
introduction.  Discuss Haldane’s role in the BOCES, discuss opportunities for 
partnership (if applicable). 

8. Conduct an audit of key district documents, including: Board policy manual, 
school report cards, strategic planning documents, finances, collective bargaining 
agreements, evaluation procedures, etc. 

9. Informally, begin to spend more time in the Philipstown, Cold Spring, 
Nelsonville, and Garrison communities with my wife and children. 

 
Entry Activities (July 1, 2018 through September 30, 2018) 
 
The purpose of these entry action items is to formally establish myself as a member of 
the Haldane community, and to accurately assess its culture, strategic initiatives, and 
pressing business matters.  A second, buy key purpose of the entry activities is to begin 
to establish a sense of synergy that can come with a change in leadership. 
 
 
 
 
 
 
 

 



Action Items  
 

1. Conduct entry meetings with key stakeholder groups.  A list of sample questions 
is included as an addendum to this outline.  These key stakeholder groups 
include, but are not limited to: 

 
Essential Stakeholders  

Board of Education Administrative Staff 

Student Leadership PTA Leadership 

Union/Association Leadership Shared Decision Making Teams 

PNW BOCES Superintendent Putnam County Sheriff 

Chamber of Commerce NYS Senator and Assemblyman 

Local Newspaper(s) Editor Leaders of faith  

Local School Superintendents The school district attorney  

Blue Devils Booster Club Haldane School Foundation  

Arts Booster Club Village of Cold Spring Mayor 

Town of Philipstown Mayor Village of Nelsonville Mayor 

*Others as identified  

 
2. Establish retreat date for the BOE; facilitate retreat with BOE and members of 

the administrative team.  Establish goals and objectives for the 2018-2019 school 
year. 

3. Establish retreat date for the administration; facilitate retreat with the 
administrative team. 

4. Conduct both formal and informal classroom walkthroughs throughout 
September.  By the end of the month I will have spent time in each of our 
classroom settings. 

5. Establish meet-and-greets/coffee-and-conversations with members of Haldane 
community (parents, community members, etc.).  These are open meetings for 
anyone who is interested in meeting with me. 

6. Review professional learning initiatives for the past three years; seek to 
understand the progress that has been made in each area, as well as the 
roadblocks that have come up in each. 

7. Review key documents (e.g. continuum of special education services, RTI plan, 
professional development plan, building conditions survey, internal/external audit 
report, Part 154 plan, etc.) to better understand existing systems and structures. 

8. Conduct a tour of all facilities with the School Business Official, Director of 
Buildings and Grounds, Head Custodian, and building principal. 

9. Review any capital project proposals that may have been adopted by the 
community. 

10. Facilitate an effective opening to the school year in collaboration with our 
administration, faculty and staff. 



 
Post-Entry Activities (October 1 through December 31, 2018) 
 
The purpose of the post-entry activities is to capitalize on what I have learned about the 
Haldane community (and what the community has learned about me) to establish a clear 
vision for what it is that we are trying to accomplish for our students and for each 
other.   
 

Action Items  
 

1. Continue to immerse myself in all facets of the school system, including but not 
limited to:  Student classroom and extracurricular/athletics experiences, Board 
of Education Committees, Facilities Planning/Management, Finances/Budget, etc. 

2. Establish a student advisory group of high school junior and seniors, who will 
meet monthly with me to discuss successes, issues/problems, and solutions. 

3. Develop a structure for soliciting community feedback on my transition, and 
develop systems for eliciting regular feedback from internal and external 
members of the community. 

4. Create the structures that will be utilized for frequent, ongoing communication 
between the community and me. 

5. Continue to foster the development of a cohesive leadership team that utilizes 
effective group processes to support each other in the work of school 
leadership. 

6. Begin to highlight and/or address key themes that emerged from the stakeholder 
interviews. 

7. Provide a post-entry report to the Board of Education, to be shared with the 
larger community, which addresses key findings and goals as an extension of my 
entry. 

  



Sample Questions for Structure Interviews with 
Internal/External Community Members 

*Questions may be slightly adapted depending on meeting participant 
 

1. What are you most proud of in our school district? 
 

2. What, if any, challenges have you experienced with our school system? 
 

3. What are the most significant challenges that you feel the district is facing right 
now?  What challenges do you believe we will face in the future?  What do you 
feel is necessary in order to transcend these challenges? 

 
4. What elements of or experiences within the Haldane Central School District are 

you most proud? 
 

5. What do you see as the most promising opportunities for growth or 
improvement? 

 
6. To what do you aspire for our students, your school, and our district?  What are 

your short-term and long-term goals as a member of this community? 
 

7. What else do you want me to know about our school system? 
 

8. What would you like me to know about you?  What would you like to know 
about me? 

 
9. Describe a time when the District experienced heightened conflict.  How was 

(were) the issue(s) resolved?  In retrospect, what suggestions would you have to 
improve the way in which the matter was handled?   

 
10. How would you describe the vision of the Haldane Central School District?  

What do you believe the mission of the district is? 
 

11. Describe for me your general feelings about the instructional program in the 
District.  If you could change or meaningfully influence one of its components, 
which would it be and why? 

 
12. What groups or networks of people either within the schools or the community 

try to influence school issues?  Who are the key people within those groups or 
networks and how do they operate to influence you, the Superintendent or the 
Board of Education? 

 
13. What were your general impressions of the schools when you first came to 

Haldane?  Now that you have been here for ____ years, have those perceptions 
changed?  If so, how? 



14. Describe the history of the Union-Administration-School Board relationship in 
Haldane.  How was the most recent contract ultimately resolved?  In retrospect, 
what could have been done differently to more effectively reach a settlement? 

 
15. What has been the nature of your contact with the Superintendent of Schools? 

What activities from the Superintendent’s Office would you like to see 
continued and in what areas is there room for change and/or improvement? 

 
16. How do you feel about your Haldane education to this point in your school 

career?  If there was one component you could keep and one you could change 
which would they be and why? (student-specific question)  

 
17. What are some of the challenges facing students in your building today?  Please 

rank those in the order of importance as you see them.  Is your organization 
addressing these challenges in any way and, if so, please describe. (student-
specific question) 
 

 
 
  


