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Goal 3 KPM

By June 2025, 100% of new employee onboarding plans 
will be formally assessed at 30, 60, & 90 days post hire 
and year end, with documented feedback used to identify 
and implement improvements.
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Process

● Built on 2023-2024 KPM
● Focus Group
● Survey Created
● Survey started August 1
● Data shared with Leaders
● Feedback reviewed with Leadership Team & ideas 

created for improvement
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Onboarding - All Staff
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Onboarding Teachers - 30 Days
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Onboarding Teachers - 60 Days
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Onboarding Teachers - 90 Days
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Onboarding Teachers - Year End
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Onboarding - Feedback

● Information overload
● Overwhelmed by number of new hire events
● Training needed on Skyward
● Repetitive Information shared across new hire session
● More training on programs
● More planning time in classroom and with other teachers
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Onboarding - Example
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Leadership Pipeline
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The Team

Dr. Malinda Golden
Superintendent

Todd Schiller
Assistant Superintendent of

 Human Resources

Denise Sharp
Executive Director of
 School Leadership
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Our why
● Foundation existed
● Support from Principal 

Coaches 
● Investment in learning for 

campus leaders
● External hiring was the norm
● Developing Onboarding 

Plans
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Problem of Practice
Belton ISD lacked a structure to systematically invest in and grow our 
Assistant Principals into ready leaders.  

● Lack of clarity for Principal responsibilities
● Principals serving as lead APs
● Onboarding exposed lack of readiness for the 

Principalship for newly hired Principals
● All of the development for APs was centered 

around the 10% classroom work
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Talent Framework
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District Talent Assessments

Identify Pillar from Fall ‘23 to Fall ‘24 Develop Pillar from Fall ‘23 to Fall ‘24
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District Talent Assessments

Place Pillar from fall ‘23 to fall ‘24 Support Pillar from Fall ‘23 to Fall ‘24
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Leadership Definition
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Leadership Definition
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Purpose:  Alignment of our leadership 
definition to the role of principal.  

Intentional conversations regarding existing 
initiatives to develop the principal profile

Process

Goal Setting
Professional Learning
Hiring
Principal Coaching

Impact of Use

Clarified expectations and provided a 
common language for leaders

Implications

School leader level profile
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This is more than a document.  It has 
transformed how we do our work. 

Increasing and deepening our ready leader 
pool.
Refined our hiring process and interview 
questions.

Key Outcomes

Have to have voice and buy-in from the 
principals. 
Understanding the Why and Plan of action.

Lessons Learned

Intentional criteria used to develop our 
aspiring ready leaders.

Aspiring Principal Academy

School level leader and Core Development
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Ready Leader Criteria
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Timeline: Identifying and Developing Ready APs
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● Long term sustainability of the work
○ How do we make this work and the systems live beyond the people who initially led 

the process?  
○ How do we extend this work beyond Assistant Principal and Principal to impact our 

entire district?  
● Compliance vs. Growth

○ How do we get buy-in by campus leaders to utilize the skills and look-fors as a 
guideline for self-assessment and growth beyond just checking a box? 

Challenges
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Where are we going?
Long term goals:

● Develop job descriptions
● Evaluation system
● Extend profiles to other roles
● Launch Leadership website
● Sustain vacancy forecasting
● Deepen our stretch assignment bank
● Utilize challenge assignments for hiring
● Distribute the ownership of the work 
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