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A Note from Acting Superintendent
A. Robert Gregory
I am incredibly honored and humbled to be chosen as the Acting Superintendent of the
Hillside Public Schools. As a former resident of our town and a student at Walter O.
Krumbiegel School, Hillside is a special place to me. This community played an integral
role in shaping the leader I am today. I return to Hillside with over 20 years of experience
in improving public schools in Newark, New Jersey. I stand determined to ensure all
students who attend our schools, receive a quality education that catapults them into
successful futures.
In my role as Acting Superintendent, I want to ensure we focus on what matters most;
cultivating the genius in every child by creating classrooms that are vibrant centers of
learning, with caring adults who engage students in rigorous, culturally responsive
experiences that prepare them for the labor demands of the 21st Century.
Leadership matters and is something I view like a color wheel. While I may be at the
center, people with diverse exemplary skill sets, move the work forward. I believe in
collaborating with all stakeholders and will be taking time to reacclimate myself to the
community while identifying Hillside’s core values, aspirations, strengths, and
challenges.
I have developed a formal 90 Day Entry Plan that provides me opportunities to introduce
myself and my vision to the community; while listening and learning from students,
families, educators, non-instructional personnel, and community stakeholders. In this
entry plan, my goal is to create a foundation upon which we can build a stronger futurefor our community, for our employees, and most importantly, for our students.
As we strive for excellence and equity in all our schools, it is my hope that we chart our
path forward in a strategic, reflective, and collaborative manner. We will establish
standards of excellence and define the “Comet Way,” to ensure we have 2.2 square miles
of excellent schools that make the American Dream, a living reality for our students.
I look forward to working together to transform and improve our schools.

A. Robert Gregory
Acting Superintendent
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PERSONAL VALUES and CORE BELIEFS
CORE BELIEFS
Equity
The brain is malleable, all students can learn. It is our responsibility to
awaken their genius and ensure they reach their full potential. As such,
our schools must be places where every student is free from fear, free
to learn, and free to be who they are. We must challenge ourselves to
break down barriers and historical patterns of inequity that have
resulted in intergenerational disadvantage for varied students within
our school system. We can do this by ensuring our students with the
greatest challenges, have teachers and leaders who have high
expectations, care about them, and push them to succeed. A quality
education remains the equalizer and can level the playing field.

Instructional Excellence
As the late Rita Pierson states, “every child deserves a champion: an
adult who will never give up on them, who understands the power of
connection and insist they become the best they can possibly be.”
Our students deserve the highest quality instruction every day and
our teachers and school leaders need support delivering it. We will
lead teachers and school leaders in authentic conversations about
how to achieve instructional excellence by defining it and using data
to identify the highest leverage action steps that launch continuous
cycles of improvement. Every employee in the Hillside Public
Schools should feel valued and empowered. We must always
remember; adult actions lead to student outcomes.

Inclusivity
The work and task of public education in the 21st century is getting
more complex, not less. We cannot do this work alone. Our schools
remain the centers of our community. We will work hand in hand
with our families and community members to ensure every student
succeeds. This means partnering with the non-profit, faith, higher
education, and business communities, in addition to elected
officials-at all levels- to ensure our schools have the resources,
policies, and practices necessary to meet the needs of our students.
Each and everybody plays a role in their success. Together, we will
make the Hillside Public Schools a model of educational excellence
in Union County, the state of New Jersey, and beyond.

PERSONAL
VALUES
Courage
As educators, we must
have the inner-strength
and resilience to keep
students at the core of
every decision we make
in our pursuit of
excellence. We should
never fear hard work or
difficult decisions as our
students deserve nothing
but the best

Consciousness
As educators, we must
rely on research-based
practices that work. We
must ensure every adult
believes all students can
learn and has the skills to
teach them

Commitment
Educators must commit
to working together and
strive for excellence in
everything we do. We
remain the gate keepers
of freedom and should
stop at nothing to provide
students access to the
American Dream
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ENTRY PLAN GOALS
New Visions, New Pathways, New Possibilities

My goals are to:
➢ Host listening sessions with a broad set of stakeholders to develop a deep understanding of what

people feel is working, what they feel is not, and what their hopes are for the future.
➢ Review student achievement outcomes and examine the people, systems, and practices associated

with them to establish clear-measurable goals, expectations, and systems of accountability.
➢ Provide stakeholders of all types opportunities to engage and assist in the development of a

strategic plan aimed to increase student outcomes, close achievement gaps, and ensure our schools
place all students on the path towards successful futures.
➢

Identify achievement and opportunity gaps prevalent within our schools and develop explicit
strategies to close them.

➢ Collaborate with teachers, school leaders, and support staff throughout the Hillside Public Schools

to establish a more productive working relationship that makes all employees feel valued, while
gaining a greater sense of purpose and efficacy in their craft.
➢ Develop a trusting, productive, and collaborative relationship with the Hillside Board of Education

and broader community by being transparent, keeping open lines of communication, and
remaining highly visible.

➢ Ensure our resources and practices are aligned to the needs of students and educators working

and learning in the Hillside Public Schools.
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SUPERINTENDENT 90 DAY
ENTRY PLAN AREAS OF FOCUS

High Quality Curriculum &
Assessments / Student
Outcomes

Talent and Leadership
Development, Recruitment,
and Retention

Organizational and
Operational Efficiency

Collaborative Governance

As we enter a new decade, the Hillside community has a unique opportunity to define the future of our schools
and determine the most effective ways to ensure every student graduates prepared for college, careers, and
life in the 21st Century. The purpose of this entry plan is to outline the goals, systems, and activities I’ll be
engaged in during my first 90 days as Acting Superintendent of the Hillside Public Schools. I genuinely believe
in the power of the collective and strive to ignite a unity of purpose by defining clear-measurable goals,
expectations, and systems of accountability.
Throughout my first 90 days on the job, I will have an acute focus on the following areas outlined below:
I.

II.

III.

IV.

High Quality Curriculum/ Student Outcomes: examine the people, systems, resources, and
practices that have led to student achievement outcomes. Identify areas of focus, based on needs,
and develop explicit strategies to close achievement gaps.
Talent/Leadership Development, Recruitment, and Retention: examine the educators and
support staff we recruit to work with our students and our systems to develop and retain them to
maximize their impact on student achievement.
Organizational/Operational Efficiency: make certain we have systems and resources to
support the needs of our teachers, school leaders, support staff and most importantly, our
students. Develop areas of focus based on needs and identify strategies to impact results.
Collaborative Governance: examine and create systems to develop a trusting, productive,
collaborative relationship with the Board of Education, families, educators, and other community
stakeholders that impact and influence the achievement and future of our students.
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SUPERINTENDENT 90 DAY
ENTRY PLAN OVERVIEW
This plan is divided into three phases and began prior to January 7, 2020, the evening I was appointed
as Acting Superintendent.

PHASE I: ENTRY/TRANSITION (January 7, 2020– February 14, 2020)

INVESTIGATE – LEARN, LOOK, & LISTEN
As of January 7, 2020, I began working with district leaders and members of the executive team to gather
and assess information related to the core functions and operations of the district. I’ve conducted 1-on1 briefings with Principals, District Directors, Supervisors, and our Business Administrator to gain insight
on the current state of our academic programs, finances, professional development, curriculum, and
operations. I will conduct learn, look, and listen engagement tours to hear from all stakeholders- getting
to know people within our schools and the surrounding community - to identifying themes while
establishing areas of priority/focus and goals.

PHASE II: DAYS 30-60 (February 14– March 27, 2020)

INNOVATE – REVIEW FINDINGS AND ESTABLISH GOALS
I will have an acute eye on the people, resources, systems, and practices that have led to student
achievement outcomes over the past three years. Based on my findings in March, an external team
consisting of a former National Superintendent of the Year, a former State Commissioner of Education,
and a current highly regarded Superintendent will assist me in the development of areas of priority with
clear -measurable goals and expectations. This is a critical step as we engage in the development of a 3year strategic plan.

PHASE III: THE FUTURE OF THE HILLSIDE PUBLIC SCHOOLS
(March 27 – May 15, 2020)

INVIGORATE – STRATEGIC PLANNING AND IMPLEMENTATION

In our efforts to meet the needs of all students, we will create a coherent-purposeful, strategic plan with
short and long-term goals that will invigorate and guide our work in the future. Information gathered
during the first two phases of this entry plan will better position us to work together with the Board of
Education as we embark on our journey to become one of the premier school districts in the county, state,
and nation. We must keep students at the core of every decision we make and will develop a strategic
plan that reflects their needs and that of our employees, while incorporating the desires of stakeholders
throughout our community.
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SUPERINTENDENT 90 DAY
AREAS OF FOCUS GOALS
I. HIGH QUALITY CURRICULUM AND ASSESSMENTS GOALS
New Visions, New Pathways, New Possibilities

PHASE I:
INVESTIGATE: ENTRY/TRANSITION GOALS
January 2, 2020- February 14, 2020
1.1.

1.2.
1.3.
1.4.
1.5.

Establish a transition team to assist me in gaining a better understanding of the academic
outcomes of our students, curricula programs prevalent, and professional development that has
occurred over the past 3 years. Seek input and guidance from members of the team on
strategies proposed to increase student outcomes.
Ensure all Directors, Principals, Supervisors, and the district’s BA complete a Briefings document
(see appendix A), to gain an understanding of our successes and challenges throughout the
district.
Review the performance of every school in the district and create a school profile for eachoutlining student demographics, academic achievement, resources, and staff ratings.
Assess district’s expectations for all students’ academic success and commitment to meeting the
needs of diverse learners. Explore how we monitor data to ensure all students are performing at
or above grade level and/or receiving appropriate interventions.
Visit each school to identify where pockets of excellence exist. Examine classrooms that are
effectively raising student achievement for all students while concurrently closing achievement
gaps. Work with Supervisors to create and use a walkthrough tool to norm expectations and
establish “look fors,”- normed research-based practices that get results. Begin to determine how
to leverage highly effective staff.

PHASE II:
INNOVATE: DAYS 30-60 GOALS
February 14– March 27, 2020
1.6.
1.7.
1.8.

Analyze data trends and compare them to existing policies and programs to define priority areas
that are in greatest need of improvement.
I will share my findings with Board members prior to publicly presenting them to the
community. Moreover, I will recommend ways to engage the community in the Strategic
Planning Process.
Establish 3-5 immediate goals aligned to areas of priority for the 19-20 SY.

PHASE III:
INVIGORATE: STRATEGIC PLANNING AND IMPLEMENTATION GOALS
March 27– May 15, 2020
1.9.
1.10.
1.11.

Use a collaborative approach to develop a strategic plan with clear goals, drivers, action steps,
and milestones.
Ensure our budget, resources, and systems are aligned to goals in the strategic plan
Engage school leaders in a data-driven, school-based strategic planning process for the 20-21 SY
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SUPERINTENDENT 90 DAY
AREAS OF FOCUS GOALS
II. TALENT/LEADERSHIP DEVELOPMENT AND RECRUITMENT
New Visions, New Pathways, New Possibilities

PHASE I:
INVESTIGATE: ENTRY/TRANSITION GOALS
January 2, 2020- February 14, 2020
2.1.
2.2.
2.3.
2.4.

Ensure district hiring managers complete briefings document reviewing the district’s strategies
and pipelines for teacher and leadership recruitment, development, and retention (see appendix
A)
Assess the district’s capacity to meet the training needs of leaders, teachers, and central office
staff - determine if its job embedded and differentiated based on student outcomes.
Review hiring practices and fully analyze the district’s efforts to develop people, including
teachers, school/district leaders, and support staff.
Identify exemplars within the district and determine ways to codify and duplicate their practices
while leveraging their talent to influence others.

PHASE II:
INNOVATE: DAYS 30-60 GOALS
February 14– March 27, 2020
2.5.
2.6.
2.7.

Work with executive staff and the Board of Education to develop new recognition programs to
celebrate students, staff, school, department and community achievements.
Begin to work with executive staff to efficiently use our exemplars (teachers and principals) to
lead model lessons/problems of practices, assist with professional development, and
mentor/coach other teachers/school leaders.
Use empirical, performance, and anecdotal data to work with executive staff to categorize all
employees into the following 3 areas (Leverage, Develop, Mitigate).

PHASE III:
INVIGORATE: STRATEGIC PLANNING AND IMPLEMENTATION GOALS
March 27– May 15, 2020
2.8.
2.9.

Incorporate strategies for recruitment, retention, and development of all employees in strategic
plan.
Work with school leaders to develop strategies to leverage, develop, and mitigate all school level
employees and incorporate plans in school-based strategic plans.
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SUPERINTENDENT 90 DAY
AREAS OF FOCUS GOALS
III. ORGANIZATIONAL/OPERATIONAL EFFICIENCIES
New Visions, New Pathways, New Possibilities

PHASE I:
INVESTIGATE: ENTRY/TRANSITION GOALS
January 2, 2020- February 14, 2020
3.1.
3.2.

3.3.
3.4.
3.5.

Establish cadence of meetings and meeting groups. Observe current administrative cabinet,
faculty, and department meetings.
Request briefing papers from all division managers providing an overview of their current areas
of responsibility, their philosophy, major initiatives underway with projected timelines, a review
of significant or potential problems in each area of responsibility and major decisions needing to
be made in one month, three months, and six months (see appendix A)
Review key district financial materials -budget, most recent audits, and grants
Review processes and systems that guide the distribution of resources. Ensure that the
allocation of resources aligns with student needs
Review district’s financial projections, resource allocation and the process for building an annual
operating budget; assess how it is aligned to support the achievement of all students.

PHASE II:
INNOVATE: DAYS 30-60 GOALS
February 14– March 27, 2020
3.6.
3.7.
3.8.

Conduct 1-1 meeting with the district’s legal team to review any current legal proceedings or
outstanding judgments.
Recommend executive organizational structure based on findings.
Establish how communication and decision making will occur with executive team, establishing
meeting protocols and systems designed to focus on increased student achievement and
continuous cycles of improvement.

PHASE III:
INVIGORATE: STRATEGIC PLANNING AND IMPLEMENTATION GOALS
March 27– May 15, 2020
3.9.
3.10.

Conduct an executive staff and board retreat to review proposed strategic plan, current or
anticipated vacancies, and central office/school-based leadership team configurations.
Ensure our budget, resources, and systems are aligned to goals in the strategic plan
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SUPERINTENDENT 90 DAY
AREAS OF FOCUS GOALS
IV. COLLABORATIVE GOVERNANCE
New Visions, New Pathways, New Possibilities

PHASE I:
INVESTIGATE: ENTRY/TRANSITION GOALS
January 2, 2020- February 14, 2020
4.1.
4.2.
4.3.
4.4.
4.5.

Share entry plan with the Board of Education, Executive Leadership Coach, and the
Superintendent’s Transition Team for feedback.
Establish 1 on 1 meetings with Board of Education Members to understand their experiences
with the district, strengths, and areas in need of improvement. Identify common trends and
themes.
Work with board to examine current norms and systems of engagement between
Superintendent and the full board (standards of practice). Ensure they are aligned to improving
student outcomes.
Establish meet and greets/listening tours with stakeholders to understand their experiences,
identify themes, and engage in dialogue about the future of Hillside Public Schools
Attend sporting or community events within the district to remain highly visible and connect
with families and community partners.

PHASE II:
INNOVATE: DAYS 30-60 GOALS
February 14– March 27, 2020
4.6.
4.7.
4.8.
4.9.

Share my findings with Board of Education Members to establish priority areas in need of
improvement.
Collaborate with board, administrators, and other stakeholder groups to determine areas of
focus for the strategic plan based on priority areas in need of improvement.
Work with Board of Education members to host a board retreat aimed at developing ongoing
communication protocols and standards of practice between the Board and Acting
Superintendent.
Establish Strategic Planning Committee

PHASE III:
INVIGORATE: STRATEGIC PLANNING AND IMPLEMENTATION GOALS
March 27– May 15, 2020
4.10.
4.11.

Work with Board of Board of Education Members to develop a policy review cycle to ensure
alignment with the district’s mission and priority areas outlined in the strategic plan.
Present Strategic Priority Plan to Board of Education members and the community at large.

Hillside Public Schools | Superintendent Entry Plan | A. Robert Gregory

“A Better Tomorrow Starts with Us Today”
As we embark on our historic journey to propel our students into successful futures, I
employ us to work together as collaboration has driven most school improvement
efforts in recent years. We know more now than ever before about how our students
learn and are uniquely positioned to turn our schools into economic drivers that
revitalize and invigorate our communities. Let’s view every challenge as brilliantly
disguised opportunities to make the Hillside Public Schools the premier school district
in the county, state, and nation. You will be engaged as we strive to create model
schools of excellence by establishing norms, expectations, systems, and routines that
ensure all students are ready for college, careers, and life beyond the Hillside Public
Schools.
A. Robert Gregory
Acting Superintendent
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