
“Onboarding A New Superintendent”
Lincoln County School District 

Oregon School Board Association  |  November 10, 2018  |  11:00 a.m. 
1-Tom



Introductions of Panel:
• Former Superintendent Tom Rinearson

• Current Superintendent Dr. Karen Fischer Gray 

• Board Members: Chair Amanda Remund, Vice Chair Liz Martin,        
Directors Ron Beck and Jenny Demaris.
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- Background Information (Previous Process)

 The outgoing Superintendent, who had been there for 10 years, had retired. He had 
been the longest running Superintendent in the District’s history.

 We became frustrated with the previous process.

 We didn’t have a vision or common understanding of what we wanted. 

 We had established no agreement on terms we were using. 

 The company that was hired to assist the District search was very busy.
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Background Information – Continued 

Reflecting on what was needed to be different for a new Superintendent search: 

 A favorite candidate was established through a general process.

 Because the candidate was going to Australia for 3 weeks, we decided to end the 
process.

 The process was ended and the candidate was only required to go to a second round of 
interviews, instead of what we had originally planned. 

 Questions were given to us 10 minutes before the interview with NO preparation and 
NO input as to the interview questions. 
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End Result:
 The Superintendent chosen during this process left after 2 ½ years. A new, intensive 

Superintendent search needed to happen. 

 What would the new process be? 

 Our retired Superintendent, Tom Rinearson, was hired back as Interim Superintendent. 
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What Next?  What Are We Going To Do Now??

 Before the next search we had the following considerations……

 High talkers dominated the previous process.                                                                                                         
-We needed to do the high talker-low talker training. 

 Both of the previous Superintendents came from small schools and small school 
districts. Did we want that again?

 At one point we considered accepting only internal candidates because of the 
complexities of the School District. 

 We wanted to make sure to get it right!
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The Board Wanted To Get It Right!

 We engaged in a reflective process.

 Educated ourselves on the hiring process.

 Needed to find a long-term Superintendent.

 Had a desire to engage the community.
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During the “New” Superintendent Search

• We considered not posting the position externally.

• Tom identified 3 current, high-level administrators and inquired if 
they had Superintendent aspirations.

• The 3 administrators were put into situations that a Superintendent 
would typically experience.  Tom acted as their mentor. 

• Each one got a chance to be the Superintendent of the Board 
meeting during Oct., Nov., and Dec. 2017. 
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Community

 We administered a Community Survey asking what they wanted.

 Survey Result: 

 50% internal

 50% external

 Based on the Community Survey results and confusion amongst the 3 Administrators, 
there was question if any of the 3 internal candidates would like to be the new 
Superintendent. 
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Own it…..

• We decided to actually do our  OWN Superintendent search. But we  
knew we needed help! We asked Tom to lead the Search. 

Expert Advice…..

• Jean Turner, a former Board member, was hired to help mentor us 
through the process. It worked really well. 
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• Tom enlisted the help of OSBA. They 
were a valuable resource. 

• Unique: Tom wanted to send emails to 
all Superintendents announcing the job 
opening and OSBA assisted Tom to do 
that thanks to Jim Green.  

 Side Note: Karen liked the email so well 
that she applied!  
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The Facts….

 We made a big decision: The Board 
decided that we needed someone that 
was experienced regardless if they 
were internal or external.  

 LCSD was too complicated and with 
the abrupt change in leadership, 
couldn’t have someone step in the 
District without previous successful 
Superintendent experience. 

 There were a lot of retirements from 
the central structure.

 We needed to communicate what we 
were looking for in their new 
Superintendent. We really wanted and 
needed to get it right!!

 There was only One internal candidate 
who withdrew his application.
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Essential Questions…..
• We developed a list of key characteristics for our new Superintendent.

• A Team of Administrators drafted 2-4 questions for each characteristic and the             
“listen fors.” 

Interview Questions
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Crucial Step in Search Process

• We practiced the interview questions before the actual interviews. 
-Can we do in Executive Session??

• Successful Superintendents Gary Temple (Scio) and Melissa Goff 
(Philomath) helped us to practice the questions.

-This made a HUGE difference!
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Successful Practice…..

• The practice question event was a super rewarding event for Tom and 

us all. 

• Lots of questions and lots of feedback. 

• Tom trained us in what to look for.  He went in depth with us and deep 

thinking was the result. 

• This practice event unified us!

15-Amanda



Unique…..

 Chose a base salary of $160,000- no range. 

 $160,000 was average for districts our size.  

 This attracted solid candidates. 
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• Tom and Jean advised us to go through the entire process and just see it 
through. Don’t skip anything!

• Board Homework Assignment: How we want the Superintendent to be? 

• Everyone on the Board had to have an equal voice. 
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Interview Process
• Initial interviews were held (5 candidates).
• The second interviews were held over several days…..

• Board

• Community

• Candidates were put through the paces!

• Superintendent Search Calendar 

• Interviews were held all day, for two days.

• LCSD Board members visited both final candidate’s Districts.

• Amanda Remund and Liz Martin went to Parkrose SD.

• Met with Parkrose Board, Administration and Community  
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Final Decision!

• We met and the new Superintendent was selected unanimously! 

• This decision was widely communicated. 

Extra, Extra Read All About it……
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After the Search: Onboarding the New Superintendent

• Negotiate Contract piece - done in 48 hours! 

• Our Attorney Brian Hungerford was a big help. 

• Have to be willing to pay for what you want. 

• You GET what you PAY for!
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Tom & Karen Talk…..

• Tom brought together resources to craft a new District structure.
• Started in April and brought new people onboard with a strategy.
• Occurred during Budget Time. 

• Tom served LCSD for 10 years and also Interim for the search.
• He had a unique perspective and deep knowledge of the District.

21-Tom & Karen



The Board needs to ask itself: 
“What support does a new Superintendent need to be successful?”

 New Superintendent, Dr. Karen Gray, shares her experience. 

On Boarding:
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• Karen had time in LCSD throughout the spring. 

• LCSD bought days out from Parkrose. 

• Karen met people all over the community.

• Karen brought a new team together at the District Office Level.

• Counselors were hired for each elementary. 

• Tom and Karen held a standing meeting each week, by phone.

• District found Karen a Home.
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Both Districts did a nice job of coordinating, which allowed Karen to 
assist Parkrose in bringing a new Superintendent onboard. 

Outstanding coordination between Districts!
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“Lessons Learned”
*Ron Beck  *Amanda Remund  *Dr. Karen Gray  *Liz Martin  *Jenny Demaris *Karen Bondley *Tom Rinearson
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Thank You OSBA!

We thank OSBA for its assistance in helping us to find a new 
Superintendent and for allowing us to bring this presentation to you 

today. 
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Questions?
• If you would like to discuss the process with the 

Lincoln County SD Board of Education, please 
feel free to contact us:

• 541.265.4403  | Karen.Gray@Lincoln.k12.or.us 

• www.Lincoln.k12.or.us

Thank  You!
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