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You may have noticed, by now, that the superintendent’s job is like no other position you previously held. One difference that hits you from the day you walk in the door is the exponential expansion in the:

· Number and diversity of people and groups with whom you engage

· Number, variety, and duration of different projects and initiatives that fall under your “watch”

· Number and frequency of meetings you must plan for and/or attend

· Number of people you either, directly or indirectly, influence
Each day, a superintendent moves quickly from one issue/contact/project/event/meeting to another. They come fast, and start to pile up very quickly. The more a superintendent can deftly shift gears, reconnect, pick up the threads of ongoing projects and issues, and still function from a strategic vision and game plan, the more that superintendent will be seen as an effective leader. A leader who:

· Is “on top of things”

· “Follows through”

· Is “informed and prepared”

· “Steers the ship” with vision and competence

· Is “on time, organized, and involved”

· “Listens, remembers, and responds”
Everyone has a unique work style, and every superintendent needs to create work management systems that fit his or her personal style. There are, however, some fundamentals of managing multiple priorities and jobs that come with “killer schedules.”  The following ideas have worked for others in the job and may help you to refine your own system and process for thriving in the job. They are organized around three themes:

1. Managing Multiple Meetings You Attend

2. Planning for meetings you call or organize

3. General Work Management Tips

MANAGING MULTIPLE MEETINGS YOU MUST ATTEND
1. Set up your calendar with all regularly occurring meetings entered for the year.
2. Want to be a real hero to your administrative team?  Have your secretary or assistant use your electronic calendar to enter for them all of the standing regular district level meetings or required work sessions. Do this each spring for the following school year. With this done, district administrators and other key personnel can start creating their building or department calendars, avoiding conflicts with district obligations. They can also feed their proposed calendars into a district process to identify and eliminate potential conflicts that would negatively impact programs, facilities, and/or operations. This process can be a great strategy for containing costs, maximizing program impact, and improving communications and efficiency of facilities management and operations. 
3. Set up a system with your administrative assistant to check for and flag calendar conflicts as new meeting notices or requests come up.  
4. Set up a calendar folder to hold all meeting notices/agendas/materials until you need them. Your assistant can be responsible for keeping things in chronological order, verifying locations or directions, and keeping the folder where you can quickly access it as you prepare for your day.
5. During each meeting, make notes on agendas and attachments/handouts that identify items needing follow-through, dissemination, or some other action. Upon returning to your office, give the materials to your assistant to handle per your notes and add any necessary items to your “to do” list.

MANAGING PLANNING FOR MEETINGS YOU CALL OR ORGANIZE
1. Have your assistant maintain a separate folder for each group or committee for whom you have the responsibility of planning meetings (e.g. board, board standing committees, cabinet, administrative team, etc.).  As issues come up and items cross your desk that may be items for an agenda, flag them for your assistant and have her/him place them in the appropriate folder. You may even want to target a meeting date for the item and make a note of how you want it listed on the agenda. The more you can do this in the course of handling your daily work and mail, the less you will forget to address a pertinent item as you build agendas or fumble trying to find the material to go with it.
2. Work with your assistant to set up electronic agenda templates for each series of regular meetings or work sessions, and establish a process and timeline for finalizing the agendas (Note: The agenda template can be built around any established meeting norms or processes). This may include a process your assistant can manage whereby designated individuals can submit agenda items and/or materials. Include time to review the agenda as appropriate with your board president, a committee chair, members of your cabinet, or other person(s) with whom you share responsibility for the meeting. Make sure that both your process and timeline provide meeting attendees with reliable and timely access to the agenda and supporting materials.

3. When it is time to “build” the agenda, refer to the folder (item 1, above) for both potential agenda items and supporting materials. Give thought to how you order and group agenda items to facilitate moving through the agenda. Identify whether the agenda item is (a) a discussion item, (b) an action item, (c) presentation, etc. and where ever possible, designate the time allocation for that item. 
4. If you are operating paper free, any or all of the above can be handled electronically.

5. Identify a process and template for meeting minutes or notes that clearly captures decisions and designates actions to follow the meeting. Include, where appropriate, timelines and designated responsibilities. This will make the minutes or notes useful planning and coordination tools for all participants.

GENERAL WORK MANAGEMENT TIPS:

1. Set up a weekly time (at least) and process for you and your assistant to plan, work ahead, communicate, and debrief on key issues, pending projects or areas of focus for your office.
2. Maintain a phone log (by date) summarizing the main points of conversations you may need to recapture at a later date. Include the name, phone number, and a caption on the issue discussed. Refer to your log when updating your “to do” list, briefing your assistant, your management team, or your board, or following up on an issue. When you refer someone to another person in your organization, contact that person and let them know. Ask them to contact you after they have dealt with the issue. This way, you can note the date and the manner in which issues are resolved in your log book. 
3. If you do a weekly update (e.g. “Friday Memo”) for your board, maintain a board communication (like your meeting planning folders) where you can collect notes, information, and ideas for your weekly communications. When it comes time to do the memo, you can quickly go through the folder select the items you want to include.

4. Establish a procedure with your assistant for notifying your board president and board trustees, as appropriate, of important issues between meetings and weekly communications.

5. Set up a folder for notes and current documents pertaining to work in progress for each of your first line assistants and cabinet members. You can use these folders to quickly retrieve notes from face-to-face meetings, phone conversations, or documents you exchange. Whether they drop in to see you or have an arranged meeting time with you, the members of your leadership team will quickly see that you consider them and their work important when you pull out the folder with their name on it and immediately put your hands on something they gave you or notes from a conversation they had with you. These folders are also a great resource for specific and meaningful performance feedback or goals discussions.
6. Set up a folder for each major project or initiative you must follow, manage, or support.  Keep only the most current notes and materials in the folders and set up a regular process where you and/or your assistant weed them out and maintain order for the contents. You can use these folders for a quick reference when you answer questions, prepare for meetings, provide updates, prompt action, or do some of your own work on the issue.  

Not only will these suggestions help you stay on top of things, stay current, communicate, follow-through, and plan your work, they will significantly reduce paper handling, eliminate those “piles that grow,” save countless time searching for or reconstructing information, and greatly reduce the stress from having to switch gears on a minute’s notice and juggle more balls than you can count.  

Now, ready for some fun? Here’s a video clip that captures the beauty in creating and practicing an elegant “juggling system.” 
Click on http://video.google.com/videoplay?docid=4776181634656145640&pr=goog-sl and have fun dreaming up your own enhancements on the suggestions shared here. 
For More Information on the ideas shared here, contact 
Pat Reeves
preeves@gomasa.org

MASA Associate Executive Director…and, once upon a time, new superintendent, just like you!
