
As a career educator and a proud Texas native, I am humbled and honored to assume the

position of Superintendent of Schools for the Fredericksburg Independent School District.

This plan consists of goals, activities and the timeline that wil l  be used during my entry in

order to gain a deeper understanding of what makes Fredericksburg ISD a phenomenal

school district, as well as the community’s hopes and desires for its future.

A STRONG FOUNDATIONA STRONG FOUNDATION
FOR FUTURE SUCCESSFOR FUTURE SUCCESS

Entry Plan for Dr. Joe Rodriguez,
Fredericksburg ISD Superintendent of Schools

The first 30 days: Visibility as a Listening and Learning Leader

During the first 30 days, particular attention wil l  be directed to meetings with key

stakeholders to learn more about the people, culture and values of the District. During

this critical time, I wil l  establish myself as a visible leader, attend stakeholder meetings

and establish open communication avenues that wil l  help build strong trust and buy-in

within our community.

Ultimately, my goal during the first 30 days wil l  be to l isten and better understand what

has made FISD a point of pride, and develop a depth of knowledge about the

organization. This approach wil l help us to continuously improve our efforts and better

serve our students, staff and community.



Tour all campuses and facil it ies throughout the District, meeting with campus

principals, district leaders and central office staff

Seek and develop opportunities to meet with FISD staff, parents and students during

summer activities within the district and community

Participate in introductory meetings with organizations within the Fredericksburg

community

Participate in introductory meetings with neighboring superintendents and

administration at the Region 13 Educational Service Center

Meet with Central Texas College and Texas Tech University leaders

Meet with local and state elected officials

Meet with local media outlets

Address community at large with an introductory message, and introduce two-way

communication channels

Establish Key Communicators so that the Superintendent can engage in dialogue

with local business, city, and faith-based leaders

Begin individual meetings with Cabinet members and campus principals to develop

relationships and better understand campus/department needs

Conduct individual meetings with all Board members to build relationships and

better understand their vision

Communicate weekly with the Board president to establish relationship and

feedback loop

Create Board update to establish weekly communication

Activities during the first 30 days will include:

Touring the District/Meetings with Key Stakeholders

Establishing communication within the District and community 

Building Relationships/Rapport with Cabinet Members, campus principals and

Board of Trustees

 

 



Analyze student enrollment, teacher allocations and financial data

Meet with district leadership to review the leadership structure and establish

operational protocols during the transition period

Conduct in-depth review of District Improvement Plan and student performance data

to begin laying the foundation for a 5-year strategic plan

Review current budget and debt management program, and preliminary 2021-22

budget work with Assistant Superintendent for Business and Finance

Meet with the Director of Human Resources to review systems for onboarding,

performance appraisal and employee services 

Experience new employee onboarding process

Review division data (including the superintendent division) for trends with all

division leads

Review staffing reports and interview for priority positions

Request briefing documents from division leaders (Human Resources, Business,

Curriculum, etc.) providing an overview of their current areas of responsibil ity and

major initiatives underway with projected timelines. Review planning for back-to-

school professional learning for all employees and a review of significant or

potential problems in each area of responsibil ity and major decisions needing to be

made in one month, three months and six months

Establish a high-quality working relationship with the Board of Trustees and schedule

a Team of 8 Board retreat

Begin meeting with assistant superintendents and principals to analyze and review

local and state assessment data

Create Learning Opportunities to better understand current state of the district

and processes in place

60 Days: Establishing Positive Momentum for 2021-22 and beyond

By gaining a better understanding of the state of the district and the community in the

first 30 days, I  wil l  be poised to begin a deeper dive into the core work of the District

and future planning with the Board of Trustees. 

Activities and learning during the first 60 days will include:

Leadership and Relationship Development



Review current curriculum development and formative student assessment processes

Engage in teacher planning and facil itation for professional development

Review student data for all student populations, including data by student groups,

subjects and schools, and evaluate current courses of action. Additionally, we wil l

develop feedback and engagement opportunities that wil l  allow us to consider

future improvements, ensuring program alignment and identifying priority action

areas. These may include:

Special Education

English Language Learners (Secondary)

ELLs and Bil ingual Learners (Elementary)

Post-Secondary Readiness

Teaching Students from Poverty (Economically Disadvantaged)

Evaluate what processes are in place to provide guidance, counseling, mental

health, physiological and social services

Meet with the Assistant Superintendent and Director of Operations to review the

state of facil it ies, facil ity needs, debt schedules, tax base data, and the most recent

demographic update

Review and analyze enrollment trends, the district budget and all financial reports

Analyze FISD facil it ies report and begin long range planning for facil it ies

improvements

Review and analyze the district technology plan

Collaborate with Cabinet to begin the 5-year strategic planning process with the

focus areas of Employee Recruitment, Retention, and Engagement (HR); Teaching

and Learning; Community Engagement; and Facil it ies

Create a district-wide employee environmental survey to gain a comprehensive

picture of district culture

Align budget and resource allocation with professional learning opportunities

geared to targeted, data-driven improvement efforts (strategic planning)

Data and Planning Reviews

Student Instruction and Support

 

Finance, Technology and Facilities 

Strategic Planning



Engage in employee kick-off/convocation to build community and pride

Visit all campuses during the first week of school and ride school bus routes

Establish regular visits with students and student leadership groups at each campus,

and regular attendance at student activities such as sporting/fine arts events and

other school programs.

Establish regular communication practices with all stakeholders through email and

other digital communications, including social media

Schedule meetings with the established parent organizations for initial l istening and

learning sessions, and establish regular meetings and ongoing communications with

these organizations

Meet with various advisory committees

Structured campus visits and participation in Professional Learning Communities

Review Campus Improvement Plans with each individual principal

Revisit survey results with Cabinet to evaluate mid-year progress

Experience student l ife by shadowing a high school student for duration of school

day

Establish Superintendent’s Student Advisory made up of 5th through 12th grade

representatives from each campus

90 Days: Launching A Successful School Year 

The next 30 days wil l  shape the launch of the 2021-22 School Year, as we officially

welcome back our students and staff, establishing a strong start to the academic year. 

This is an especially critical time, as our parents, students and staff members begin to

fully re-engage with our District after a tumultuous time in our nation’s history.

Leadership activities during the first 90 days will include:

Kickoff Activities

Engagement Opportunities

Evaluation and Planning

The Student Experience



Beyond the first 90 Days: What’s Next for Fredericksburg ISD 

The initial three-month transition into Fredericksburg ISD wil l culminate in a report to

the Board of Trustees. In this report, I  wil l  summarize the activities I undertook, the

people I met and the great things I witnessed.

Additionally, I  wil l  report on the extent the priorities identified in the 2018 Strategic

Plan are permeating the system through the eyes of the various stakeholders I met, as

well as my own observations. This report wil l  include a summarization of the systems and

processes in place throughout the District, the successes we have enjoyed, and the

areas that I have identified, if any, that are requiring additional review and actions in

2021-22. This wil l  include their potential impact on the budget and staffing for the

upcoming year. Finally, I  wil l  highlight areas of the school district that do not

necessarily need to be changed or improved, but nevertheless warrant further study and

conversation over the coming year.

*Due to the superintendent’s summer start date, items listed in the entry plan may require minor adjustments.




