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NEW SUPERINTENDENT STRATEGIC COMMUNICATIONS AND ENGAGEMENT PLAN 
 

The Cherokee County School District holds a rare distinction among large metro school districts nationwide: 
only two Superintendents of Schools served our community over the 25 years from 1999 to 2024. 

The decision by our then-Superintendent to retire in the spring of 2024 after eight years of service in that 
role (and nearly 40 years of serving in the school district in roles of advancing leadership), meant a significant 
project lay ahead for our communications team.   

With the School Board’s decision in March 2024 to hire a Superintendent of Schools who had not previously 
served as an educator in our community, that project’s importance grew exponentially.   

We knew that it would be critically important for our new Superintendent’s success, and for the success of 
our school district overall, to develop a strategic communications and engagement plan to support her entry 
into our community. 

In order to ensure the campaign would be as effective as possible, the Office of Communications began with 
research.  Thanks to the depth of our small but experienced team, we had first-hand knowledge of the way 
the entry plan was developed and implemented for both the immediate past Superintendent in 2016 and his 
predecessor in 1999.  We closely reviewed the tactics implemented for both entry plans and evaluated anew 
the success of those plans. 

We reviewed tactics used in other school districts, with a close look at other school districts of our size and 
in our area.  We also reviewed how our new Superintendent of Schools was introduced to the county where 
she most recently served in the same role. 

A framework for the implementation came to us with our new Superintendent, as she had drafted a 100-day 
entry plan for the School Board to consider during their interview and hiring process.  While this plan, as an 
application component, was created by the Superintendent without full knowledge of our community’s 
complexities or our team’s tactics and talents, we benefitted from the research she put into developing this 
plan.  This plan also was a critically valuable tool for our research into the Superintendent’s core beliefs about 
public education and her role as a Superintendent, which would strongly shape our strategic plan to support 
her entry.     

This came full circle when, upon our first conversations with the Superintendent about this strategic 
communications and engagement plan, we learned that our surveys last school year of employees and 
families were primary research documents for developing her entry plan. 

Based on our research, it was clear that a communications and engagement campaign would need to put 
listening to stakeholders first, in action and in messaging.   

Beyond the expected need to introduce herself to stakeholders, our new Superintendent faced special 
challenges: teachers feeling a loss of autonomy and support, a lack of alignment and collaboration among 
central office divisions, the imminent loss of federal pandemic funding, and a misinformation campaign about 
her experience and views led by supporters of a candidate who did not win the School Board’s appointment.   



We determined our outcome goal would be measured by stakeholder engagement through both in-person 
meetings with the Superintendent, a community survey, and responses to communications (including 
newsletter readership, social media post engagement, response emails to the Superintendent’s messages). 

To achieve that goal, we collaborated with school principals, central office division leaders and community 
organizations to develop a thorough schedule of school visits and stakeholder meetings.   

We worked hand in hand with the Superintendent to develop intentional activities during those meetings, 
designed to both introduce stakeholders to the Superintendent and to gather their feedback to two 
overarching questions: what are the practices that our school district must keep, what are the practices that 
we should shed.  While those questions seem simple, in order to encourage stakeholders to share responsive 
information, we developed a series of questions and engagement activities that would draw these answers 
out from them. 

At the same time, as we knew it would be impossible to engage with 42,000 students and their families, all 
6,000 employees and our community at large, which is home to more than 280,000 residents, we determined 
communications such as email messages, video messages, social media posts and interviews with local media 
would be valuable tactics to engage more stakeholders.   

With a goal of not only introducing the Superintendent to stakeholders, but also building trust through 
engagement and listening, we determined that a community survey would be another critically important 
tactic to deploy.  

Once these tactics were implemented, we continuously evaluated the campaign’s success to adjust as 
needed, such as beginning one-on-one engagement meetings with more influential stakeholders (both 
community members in leadership roles and those who spread their influence through social media posts, 
including scheduling meetings with those sharing misinformation).   

Another mid-campaign change was the determination we needed to wrap up this initial communications and 
engagement plan prior to the end of the school year … the actual 100th day would occur during summer 
break, which would decrease the reach for reporting out to the community about her entry plan’s success. 

Throughout the campaign, we supported the Superintendent with the development of a public website 
documenting the work and reports and presentations to the community delivered at School Board meetings 
to keep stakeholders informed “along her journey.”   

A final report presented to the School Board and community in May highlighted the campaign’s success. 
Even more importantly, it served as a platform for the Superintendent to share her analysis of stakeholder 
input and introduce how that valuable feedback would shape the next 18 months of her leadership. 

This final Summative Analysis and Key Priorities report presents data on her engagement including the 
impressive statistics of 2,000-plus stakeholders met, 4,500-plus meeting feedback comments gathered, 
3,077 surveys completed, and 110 classrooms visited (including at least one visit to each of our 40 schools 
and centers). 

Following the completion of the report, and our efforts to share its results with the community, we evaluated 
its overall success, and the data continues to inform our work.   

In the fall and through the winter, our Superintendent embarked on more stakeholder meetings using our 
most successful tactics … fulfilling the promise she made, much to the appreciation of our community, that 
while her first 100 days has passed, “the listening will never stop.”  



SUPPORTING MATERIALS 

 

The First 100 Days website: https://www.cherokeek12.net/superintendent-of-schools/first-100-days 
… we’ve archived this page, which served as a one-stop shop for stakeholders to read her entry plan, 
update reports and summative analysis, watch videos of messages from the Superintendent and from 
School Board meetings, see photos from her school visits and stakeholder meetings and see the scope 
of these visits represented in map infographics. 

This page contains supplementary materials including the Superintendent’s Entry Plan: 100 Days in the 
CCSD Community, 100 Day Entry Plan Status Reports to Community, 2024 CCSD Community Survey 
– Executive Summary, Summative Analysis and Key Priorities Report. 

In addition to having a designated tab at the top of our website to improve access, we also maintained 
a centerpiece “slider” on our website homepage to increase engagement with the page and its contents: 

 

https://www.cherokeek12.net/superintendent-of-schools/first-100-days


 

A sampling of Superintendent messages included in our monthly newsletter distributed to all 
stakeholders (average readership upwards of 100K-plus) as part of strategic plan: 

 

 



A sampling of social media posts showing Superintendent implementing strategic plan activities: 

 

 



A sampling of stakeholder social media posts about her strategic plan activities: 

 

 

 


	NSPRA Golden Achievement award
	NEW Superintendent strategic communications and engagement plan


