
Superintendent’s Leadership Retreat
Richmond County School System

Empowering Every Educator · Every Student · Every Day

Settling In Activity
Introduce yourself to your table mates

Share what you’re most looking forward to 
during the retreat





RCSS Retreat Outcomes

Richmond County School System  ·  2026–2027 LEAD FROM WHERE YOU ARE

● Cultivating High-Value Support: Strengthening the partnership between central 
office and school leaders to ensure every campus has the responsive resources 
needed to meet its goals.
 

● Data-Informed Improvement: Reviewing feedback from our school communities 
to optimize organizational efficiency and remove barriers to student success.
 

● Coherence & Accountability: Aligning our collaborative action plans directly with 
the targets of the RCSS Strategic Plan to guarantee measurable, system-wide 
results.



Diversity Rounds
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Find your people. Form small groups 
based on a shared definition/response to 
the topic. Then discuss: 

- What’s one thing you would like other 
groups to know about you?

Round 1: hometown

Round 2: birth order

Round 3: educational view
-intention
-connection
-direction





Strengths, Role Perspective, Ideal Future

01 Connect individual strengths and personal whys to collective capacity

02 Deepen appreciation and  empathy for district and school leader distinct 

realities 

03

Richmond County School System

Construct a clear picture of what the ideal, most helpful support system 

looks and feels like at its very best

Day 1 
Agenda &
Objectives



Zoom In  Zoom Out Approach To Our Work
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Community Agreements
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● Make space for perspectives,voice,and learning
● Assume positive intent; approach with curiosity, not judgement
● Recognize that we are people first, roles second
● Ensure our actions reflect shared purpose for our students



By the Numbers

STUDENTS SERVED

28,000+
Richmond County School System enrollment

FACULTY & STAFF

4,800+
Dedicated educators and support professionals

SCHOOLS & LEARNING CENTERS

53
Campuses across Richmond County, Georgia

81.7%
Our north star for student success

GRADUATION RATE (Based on 2024)



Richmond County School System

My Slice of 
the RCSS

Why Where do you see yourself in the RCSS strategic plan?
What’s your slice of the RCSS why? 



  Strengths



Strengths: Lead From Where You Are

WHEN STRENGTHS ARE IGNORED

“When you start with 
strengths, follow up with 

strengths, give opportunities 
to demonstrate strengths, 

you have a better 
opportunity to create a 

connection (p. 77).”

Which quote resonates with your leadership approach?

“Lean into your strengths. It 
is important to look at the 

positive and negative aspects 
of the journey, but mostly 

understand where you came 
from, not how you could have 
changed situations (p. 111).”

“Know your strengths. 
Know your weaknesses. 

Know your triggers. Know 
where you spend your time 
and what the perception of 
that time spent is by those 

you lead (p. 67).”



Strengths



Strengths Domains



Strengths

WHEN YOU KNOW YOUR STRENGTHS

More engaged at work

Greater confidence in decisions

Clearer communication with teammates

Faster professional development

Stronger sense of purpose



Strengths

WHEN STRENGTHS ARE IGNORED

Stuck in roles that drain energy

Constant self-doubt

Repeating the same friction points

Over-investing in fixing weaknesses

Feeling undervalued



Strengths Activity

WHEN STRENGTHS ARE IGNORED

How do your strengths show up in your 
current support role?

What do others need to be aware of 
about your strengths?



Content

Shadows



What new thinking do you have about strengths and shadows?

What implications will it have on my practice?

Connect and Reflect



Zoom In Zoom Out 
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  Empathy & 
Perspective 

Taking

Principals Central Office

“It is vital to an organization that there are multiple 
perspectives throughout, and this is made much 
easier when investing in all areas (p.80).”



Empathy

http://www.youtube.com/watch?v=1Evwgu369Jw


Elements of Empathy

Cognitive Empathy

● perspective taking

● recognize and understand another 
person’s emotions

“ I see why you approached it that way—given 
the deadline, prioritizing speed makes sense.”

Affective Empathy

● experience sharing

● emotional connection to another’s 
experience

“Wow, that sounds really overwhelming—I 
can imagine how stressful that must feel for 
you.”

                                               Brown, B. (2021). Atlas of the Heart

What does it feel like to express and receive empathy?

How can empathy support collaboration?



Role Empathy Journey Mapping

My main role

What are the main 
responsibilities you 

carry each day?

Challenges & Needs

What makes your role 
difficult? 

Support Yays

What would you 
consider helpful, 
respectful, and 
appreciated for 
school/district 
partnership? 

Support Nays

What would feel 
unhelpful, intrusive, or 

frustrating, even if 
well-intended for 

school/district 
partnership? 



http://www.youtube.com/watch?v=tuVa27WISyo


Read each poster to learn more about 
the team member’s reality!

Leave a post-it comment to share your 
empathy thoughts and affirmations.

● I can imagine how that feels…
● That sounds tough to...
● I see why you think that because…
● “That makes sense due to..”

Empathy Learning Walk



What did you learn about your colleagues?

What are you left thinking about empathy and collaboration?

What implications will it have on our intended goals?

Connect and Reflect



  Our Ideal 
State



● systematic approach to growing capacity to lead
● builds trust within a system
● emphasizes interdependence on talents and 

strengths
● ensures exemplary work is a collective effort
● process takes longer, acknowledge the journey

Our Ideal State: From Me To We Mindset



1- systematic approach to growing capacity to lead

2- builds trust within a system

3- emphasizes interdependence on talents and strengths

4- ensures exemplary work is a collective effort

5- process takes longer, acknowledge the journey

From Me to We Mindset  Perspective Walk

Which mindset …
- resonates with you the most in cross collaboration
- is most difficult for you to embrace
- will result in the best outcome for RCSS 



Envisioning The Ideal- 4 A’s Choice Inquiry 

Link to choice inquiry menu:
https://tinyurl.com/3hbb4ysm

     

As you read…

4 A’s Protocol

Agree with?

Aspire to?

Assumptions?

Alternate views?

https://tinyurl.com/3hbb4ysm


From Me To We: Envisioning the Ideal

Intention- Set expectation Ideally, what do we need done and when do we need it done by?

Connection- Determine 
support 

What type of support can we offer toward the collective goal? 
What should it look like/sound like?
Frequency?

Direction- Follow through Ideally, what structure/schedule is needed to support the goal?

Intention—Connection—Directi

on            

Construct a clear picture of what the ideal, most helpful support system looks 
and feels like at its very best.



From Me To We: Envisioning the Ideal



  Lunch



  Beach                 Mountains

   

       City Tours



                           Coffee 

            
        
                    
                 Tea                         Juice



All Inclusive Resort 

       Cruise                      European Tour



From Me To We: Envisioning the Ideal



  Our Ideal 
State



Department Potential Analysis

Creating a space where collective 
efficacy is at the core of the 

organization starts with creating 
value to the organization’s collective 

direction (p.115).

-Lead From Where You Are

Discuss your department’s current 
reality and areas of potential to 

support the ideal vision.

What support efforts will make the 
greatest impact?



CF Team Potential Analysis

     Current Reality Areas of Potential

Construct a clear picture of what 
the ideal, most helpful support 
system looks and feels like at its 
very best.

         Cross Functional Team



http://www.youtube.com/watch?v=tuVa27WISyo


Team Harvest Gallery Walk

     Current Reality Areas of Potential

Construct a clear picture of what 
the ideal, most helpful support 
system looks and feels like at its 
very best.

Common ideas?

Major themes?

Patterns and trends?
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Home Team Huddle Time
What did we hear today?
● pain points
● reality
● opportunities
● support 
● needs



  Closing Moves

What’s different because of our 
time together?

What did you learn about 
yourself today?

What was the most 
important/relevant idea to you?



Thank You
EMPOWERING EVERY EDUCATOR  ·  EVERY STUDENT  ·  EVERY DAY


