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SARATOGA UNION SCHOOL DISTRICT 
SARATOGA, CALIFORNIA  

LEADERSHIP PROFILE REPORT 
JULY 21, 2015 

Introduction 
 

This report presents the findings of an inquiry process conducted by Hazard, Young, Attea & 
Associates as part of the superintendent search for the Saratoga Union School District in Saratoga, 
California.  In our role as HYA consultants, we obtained the data for this report from individual 
interviews and focus group meetings with various stakeholders, beginning with individual Board 
member interviews.  On June 25, June 26, July 2 and July 8, 2015, we talked with approximately 88 
individual stakeholders at various meetings and focus groups.  These meetings included Board 
members, parents, teachers, support staff, administrators, business leaders, former Board 
members and community members.  A summary of the results of an online survey of six categories 
of stakeholders is also provided.  The survey was available to all interested respondents in English 
and Mandarin through the district’s website from June 25 until July 13, 2015.   
 

Taken together, the survey, focus group, and interview data contained in this report will help the 
school Board determine the primary characteristics desired in the new superintendent for 
Saratoga Union School District.  Additionally, the data provided important information about the 
strengths of the district and some of the challenges it will face in the next 3-5 years.  We hope this 
information will be helpful to all who will share in building upon the district’s strengths and 
moving the district forward with the leadership of the soon-to-be-selected superintendent.   
 

Participation 
 

In both methods of data collection, participation is listed below by stakeholder group.  Survey 
results from both school and central office administrators are reported in the single group, 
"Administrators."  Interview/focus group summaries report the combined views of School Board 
members who were interviewed individually.  Although the Board is given separate comments of 
former Board members for their review, their participation numbers were included as community 
members. 
 

Group 
Personal Interviews 

or Focus Groups 
Online Survey 

Administrators 12 1 

Board 5 3 

Parents 28 307 

Students  8 

Support Staff 14 20 

Teachers 18 56 

Community 14 35 

Total 91 430 

*Please note- each Board member was extensively interviewed individually 
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The responses gleaned from focus groups and individual interviews are listed in two places:   
 

 1.  Consistent Themes from Stakeholder Groups, beginning on page 4 

 2.  Comments from Interviews and Focus Group Meetings, beginning on page 10 
 

Comments are listed alphabetically with no attempt to establish a priority order.  The results of 
the online survey are reported beginning on page 6.   These results show the findings for all survey 
respondents as well as the results broken down by subgroups.  In addition, the report presents the 
results from the Saratoga Union School District as compared to the national benchmark results 
from over twenty six thousand respondents. 
 

Finally, based on the information gathered in this profiling process, a proposed list of desired 
superintendent characteristics has been developed and is a companion document to this report.  
The profile is intended to serve as a discussion draft to help the Board refine and adopt a final list 
of characteristics through the study and discussion of the profile.  The Board's approved list of 
desired characteristics will provide the basis for candidate recruitment and screening, including 
Board interviews.  
 

We want to emphasize that the data contained in this report are not a scientific sampling, nor 
should they necessarily be viewed as fully representing the majority opinion of the groups to 
which they are attributed.  Items reflect a fair presentation of the input received during our work 
with district-identified groups sometimes spanning two, three, or four different meetings offered 
at different times during the week.  Indeed, the stakeholder reports show some contradictory 
responses.  These comments reflect differences in individual viewpoints and/or experiences, all of 
which have a place within the whole discussion and the Board’s decision-making process.   
 

HYA will use this information and the Board's final listing of desired characteristics to recruit a 
candidate pool for Board consideration.  HYA and its associates cannot promise to find a candidate 
who possesses all of the characteristics desired by district respondents.  However, with the School 
Board, we intend to meet the challenge of finding an individual with most of the skills and 
character traits needed to address the aspirations and concerns of district stakeholders.  
 
We sincerely thank all of the participants who attended focus group meetings, provided 
interviews, and/or completed the online survey.  We found all members of the Saratoga Union 
School District staff and community to be exceptionally thoughtful and to care deeply about their 
schools and the student success. 
 

We extend special thanks to those who helped arrange, invite participants, and facilitate our 
meetings, in particular Amy Schaumburg, who was unfailingly gracious, efficient, welcoming, and 
collaborative in her support of our work in the district.  Thanks also to Melodie Pack for 
facilitating the web survey.  The entire Saratoga Union School District staff contributed to the 
quality of the Leadership Profile Report. We extend special thanks to Barry Groves, HYA Associate, 
for his involvement in the process. 
 

Respectfully submitted,  
Carolyn McKennan, West Coast Regional President & Diane Siri, Associate 
Hazard, Young, Attea & Associates 
Executive Search Division of ECRA Group, Inc. 



Hazard, Young, Attea & Associates                                           Draft 
Saratoga Union School District Leadership Profile Report 

3 

Consistent Themes Cited Across Stakeholder Groups 
 

The following are the district strengths, challenges, and desired superintendent characteristics 
most commonly cited in our interviews and focus group experiences.  While other perceptions 
were important in certain stakeholder views, these are the perceptions that most often occurred 
among the groups in the various focus group sessions.   
 
The items listed here further specify or provide examples of the major ideas presented by 
grouping on pages 10-34.  The order of presentation is not intended to reflect priorities, but to 
capture each distinct comment.  Items that were commonly reported to us are summarized 
alphabetically as follows:   
 
Strengths of the District 
   

 A family-oriented close-knit community that is passionate and highly supportive of public 
education 

 A strong commitment to excellence 
 Diverse student and community population 
 Excellent collegial professionals 
 Great motivated kids who love learning 
 High parent involvement with a willingness to support the district financially 
 In the last 25 years, there have only been two superintendents 
 Many extracurricular and co-curricular programs for students 
 Outstanding core academic programs: mathematics, science, English and the social sciences 
 Retains and supports experienced staff members 
 Small class sizes 
 Small intimate schools and district 
 Stable enrollment in a basic aid district 
 Staff at all levels are caring and child-centered 
 Strong support for the arts and music 
 Supportive of special education and ELL students 
 Very high student academic achievement with a strong positive reputation 
 Well-compensated employees 

 
Challenges/Concerns/Issues 
 

 All stakeholders understanding and accepting their roles and responsibilities 
 Consistently communicating throughout the school community effectively about issues, 

processes and providing regular updates 
 Creating a common vision among all stakeholders 
 Creating positive connections with education partners 
 Decision making process unclear which creates a lack of confidence and frustration on the 

part of some staff and parents 
 Developing a transparent and clearly articulated decision-making process 
 Developing a trusting relationship with the Saratoga Teachers Association and Saratoga 

Classified Association 
 Diverse opinions in the community and among staff about education 
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 Diverse student population 
 Ensuring that there is an effective implementation of the common core, especially in 

mathematics 
 Helping students find their passion and trying new things 
 High parent expectations for their students and the district 
 Hyper-concern by some parents for student to achieve  
 Innovating and leading in curriculum and program development 
 Lack of common values and vision by the Board creates confusion and mistrust 
 Providing a comprehensive professional development program 
 Recruitment, hiring and consistent evaluation  
 Supporting and expanding technology offerings and integrating into education programs 
 Supporting and maintaining high academic standards while valuing other student needs  
 

Desired Characteristics 
 

 A positive team-builder who is willing to take risks 
 Ability to balance high expectations of a diverse community 
 Accessible, with an open door policy for students, staff, parents and the community 
 Caring and friendly 
 Contributes to the development of a Board/Superintendent team that provides clear 

focused direction, support and encouragement for staff  
 Creative problem solver who can articulate opinions, listen to diverse viewpoints, build 

consensus and authoritatively act in a timely manner on the information 
 Decisive, empathetic and enthusiastic leader who values the whole child 
 Excellent communicator who displays strong listening and communication skills  
 Experience with building consensus around curriculum change and understanding of the 

issues related to the implementation of the common core  
 Experience with high performing districts 
 Highly visible in the schools and the community respecting diverse views and perspectives 
 Honest, high-energy and innovative instructional leader 
 Joyful with an excellent sense of humor 
 Passionate about students and their education 
 Strong leader who provides leadership for effective Boardsmanship by establishing a clear 

vision, learning targets, systems approach and high expectations for student performance 
and system accountability  

 Strong relationship skills 
 Teaching and administrative experience  
 Trustworthy  
 Understanding and appreciation for disparate viewpoints 
 Understands finances and human resources 
 Works collaboratively with the Board to develop a positive relationship through a clear 

mutual understanding of their respective roles and responsibilities 
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Online Superintendent Profile Survey Results 
 
The Superintendent Profile survey was completed by 430 stakeholders. Over half of respondents 
were parents with children in SUSD (71 percent). Thirteen percent were SUSD teachers, and 
another 8 percent were community members. The rest were SUSD support staff, SUSD students, 
SUSD Board members, and SUSD administrators.  
 
 

  Frequency Percent 
SUSD Administrator 1 .2 
SUSD Board Member 3 .7 
Community Member 35 8.1 
Parent with Children in SUSD 307 71.4 
SUSD Student 8 1.9 
SUSD Support Staff 20 4.7 
SUSD Teacher 56 13.0 
Total 430 100.0 

 

 
The top-rated characteristics respondents selected for a superintendent were: 
 

 Listen to and effectively represent the interests and concerns of students, staff, parents, 

and community members. (CE) 

 Recruit, employ, evaluate, and retain effective personnel throughout the District and its 

schools. (M) 

 Identify, confront, and resolve issues and concerns in a timely manner. (CE) 

 Have a clear vision of what is required to provide exemplary educational services and 

implement effective change. (VV) 

 Foster a positive professional climate of mutual trust and respect among faculty, staff, and 

administrators. (CC) 

 

 

Percentages of respondents overall who selected each item, as well as percentages by stakeholder 
group, are given in the tables on the following pages. Benchmark results from over seventy 
comparable districts, incorporating the ranking of over thirty-five thousand stakeholders, are also 
provided in the table to allow for a comparison of results to national norms. 
 
In addition, differences were examined for statistical and practical significance to determine 
whether the mean scores by stakeholder group differed. Results indicate that, for many items, the 
various stakeholders were in agreement. On the other hand, there were several items that certain 
stakeholders valued more than others.  
 

 Support staff and teachers were significantly more likely than community members, 
parents, and students to select the Communication and Collaboration item “Foster a 
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positive professional climate of mutual trust and respect among faculty, staff, and 
administrators.” 

 Community members, parents, and students were significantly more likely than support 
staff and teachers to select the Instructional Leadership item “Increase academic 
performance and accountability at all levels and for all its students, including special needs 
populations.” 

 Support staff were significantly more likely than teachers to select the Management item 
“Align budgets, long-range plans, and operational procedures with the District’s vision, 
mission, and goals.” 

 Teachers were significantly more likely than community members and parents to select the 
Communication and Collaboration item “Lead in an encouraging, participatory, and team-
focused manner.” 

 Board members were significantly more likely than parents and students to select the 
Communication and Collaboration item “Communicate effectively with a variety of 
audiences in a variety of ways.” 

 Teachers were significantly more likely than parents to select the Communication and 
Collaboration item “Involve appropriate stakeholders in the decision-making process.” 

 Community members and parents were significantly more likely than teachers to select the 
Instructional Leadership item “Utilize student achievement data to drive the District’s 
instructional decision-making.” 

 Community members were significantly more likely than parents and teachers to select the 
Community Engagement item “Develop strong relationships with constituents, local 
government, area businesses, media, and community partners.” 
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Percentage of Respondents Who Selected Each Item (By Subgroups) 

Number indicates rank order 
by overall results 

National 
HYA 

Benchmark 

ALL 
(430) 

Admin 
(1) 

Board 
(3) 

Comm. 
(35) 

Parent 
(307) 

Student 
(8) 

S.S. 
(20) 

Teacher 
(56) 

1 

Listen to and effectively 
represent the interests and 
concerns of students, staff, 

parents, and community 
members. 

37% 62% 0% 33% 63% 61% 38% 70% 68% 

2 

Recruit, employ, evaluate, and 
retain effective personnel 

throughout the District and its 
schools. 

27% 48% 0% 0% 46% 50% 38% 55% 36% 

3 
Identify, confront, and resolve 
issues and concerns in a timely 

manner. 
28% 44% 100% 67% 26% 44% 25% 55% 52% 

4 

Have a clear vision of what is 
required to provide exemplary 

educational services and 
implement effective change. 

39% 42% 0% 33% 31% 46% 38% 25% 34% 

5 

Foster a positive professional 
climate of mutual trust and 

respect among faculty, staff, and 
administrators. 

32% 40% 100% 67% 43% 29% 25% 90% 86% 

6 

Hold a deep understanding of 
the teaching/learning process 

and of the importance of 
educational technology. 

36% 40% 0% 33% 29% 44% 13% 35% 36% 

7 

Increase academic performance 
and accountability at all levels 

and for all its students, including 
special needs populations. 

35% 36% 0% 0% 37% 43% 63% 10% 5% 

8 

Provide meaningful guidance for 
systematic and comprehensive 

district-wide curriculum, 
instructional services, 

assessment programs, and 
professional development. 

27% 35% 0% 33% 29% 37% 25% 30% 36% 

9 

Hold a deep appreciation for 
diversity and the importance of 
providing safe and caring school 

environments. 

29% 34% 0% 100% 43% 33% 25% 35% 30% 

10 
Promote high expectations for 

all students and personnel. 
34% 32% 0% 0% 29% 35% 63% 20% 21% 

11 

Align budgets, long-range plans, 
and operational procedures 

with the District’s vision, 
mission, and goals. 

21% 30% 0% 0% 29% 32% 0% 50% 14% 

12 
Effectively plan and manage the 
long-term financial health of the 

District. 
27% 29% 100% 0% 26% 31% 13% 10% 27% 
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Percentage of Respondents Who Selected Each Item (By Subgroups) 

Number indicates rank order by 
overall results 

National 
HYA 

Benchmark 

ALL 
(430) 

Admin 
(1) 

Board 
(3) 

Comm 
(35) 

Parent 
(307) 

Student 
(8) 

S.S. 
(20) 

Teacher 
(56) 

13 
Lead in an encouraging, 
participatory, and team-

focused manner. 
28% 29% 100% 33% 26% 21% 25% 45% 64% 

14 
Communicate effectively with 
a variety of audiences and in a 

variety of ways. 
27% 27% 0% 100% 46% 24% 13% 30% 29% 

15 
Strive for continuous 

improvement in all areas of the 
District. 

35% 26% 0% 0% 20% 27% 13% 30% 27% 

16 

Guide the operation and 
maintenance of school 

facilities to ensure secure, safe, 
and clean school environments 

that support learning. 

21% 24% 0% 0% 20% 26% 25% 20% 18% 

17 
Be visible throughout the 

District and actively engaged 
in community life. 

33% 24% 100% 67% 43% 21% 13% 25% 25% 

18 
Seek a high level of 

engagement with principals 
and other school-site leaders. 

20% 23% 100% 33% 23% 22% 38% 25% 25% 

19 
Involve appropriate 

stakeholders in the decision-
making process. 

22% 23% 0% 33% 20% 20% 0% 25% 43% 

20 

Maintain positive and 
collaborative working 

relationships with the school 
Board and its members. 

27% 21% 0% 67% 23% 18% 38% 30% 27% 

21 

Encourage a sense of shared 
responsibility among all 
stakeholders regarding 

success in student learning. 

38% 20% 100% 33% 29% 18% 0% 15% 27% 

22 
Utilize student achievement 
data to drive the District’s 

instructional decision-making. 
22% 18% 0% 0% 29% 21% 25% 5% 4% 

23 
Be an effective manager of the 

District’s day-to-day 
operations. 

23% 18% 100% 33% 14% 16% 38% 20% 21% 

24 
Act in accordance with the 

District’s mission, vision, and 
core beliefs. 

35% 15% 0% 0% 14% 13% 25% 30% 20% 

25 

Develop strong relationships 
with constituents, local 

government, area businesses, 
media, and community 

partners. 

25% 12% 0% 33% 34% 10% 25% 10% 5% 

 

 



Hazard, Young, Attea & Associates                                           Draft 
Saratoga Union School District Leadership Profile Report 

34 

 

 
SARATOGA UNION SCHOOL DISTRICT 
SANTA CLARA COUNTY, CALIFORNIA 

Superintendent of Schools 
Desired Characteristics 

 
The Board of Education of the Saratoga Union School District, founded in 1865, serving 2100 K-8 
students in four schools seeks a visionary, collaborative, approachable educational leader who 
possesses the following attributes: 
 
An individual who has the experience and ability to: 

 Apply a deep knowledge of curriculum and instruction based on research and inspired by 
the innovation necessary for 21st Century skills  

 Appreciate and support the family feel of the Saratoga Union School District 
 Build on existing program strengths, embrace diversity and the success of all students 

through programs connected to the goal of excellence while meeting the unique needs of 
students including special education and English Language Learners 

 Develop an interactive, student-focused organization that will address the transition and 
implementation of Common Core and provide meaningful professional development to 
assist teachers and parents as this initiative continues to unfold with an initial focus on 
math and science 

 Effectively integrate technology into the teaching and learning process and the 
management functions of the District 

 Foster a positive professional climate of mutual trust and respect to support teacher, 
support staff and administrator leadership and growth 

 Maintain a vision of excellence while leading the financial and budgetary process of 
running a basic aid school district that ensures that resources are aligned with priorities 
and that school sites have the resources to do their jobs  

 Seek continuous improvement and develop relationships across the schools, district and 
community that encourage partnerships to provide support for students, staff, and schools 

 
A leader who has demonstrated the ability to: 

 Approach the position of superintendent with joy, passion and a sense of humor 
 Be an active, visible member of the school community who is approachable, accessible and 

available  
 Bring consensus around challenging academic issues while honoring disparate viewpoints 

and opinions 
 Celebrate and recognize the accomplishments and hard work of others to enable this new 

leader to build a strong team and promote positive relations  
 Model excellent communication skills that include the ability to listen respectively, hear 

what others are saying and consider their advice when making decisions about curriculum, 
instruction and other related matters 

 Provide leadership for effective Board relations and the district by establishing a clear 
vision, learning targets, systems approach and high expectations for student performance 
and system accountability 

Draft for Board Discussion 
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 Provides inspired leadership based on an understanding of teaching and learning 
strategies, data driven techniques, integrated educational technology and successful 
experience managing change 

 Recruit, evaluate, and retain highly effective personnel 
 Thoughtfully collaborate around problem solvers and decision makers, particularly when 

there are critical and tough decisions to be made 
 Understand finances and budget development by providing strategic fiscal leadership  to 

advance the vision and educational mission of the district 
 
The Superintendent shall have: 

 Experience as a superintendent or administrator and teacher in a high performing district 
similar to Saratoga Union School District 

 Appreciation for the history of the Saratoga Union School District and a desire to 
participate actively in school and community activities 

 


