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Develop a strong team of individuals who 
are focused on a collective effort greater 
than themselves.

•Communications
•Innovation 
•Equity 
•Mindset 
•Relationships



Communications
• A responsive team is 

detail-oriented, leverages various 
communication tools, and is 
strategic in their messaging and 
communication methods. 

• A responsive leader sets up a 
cadence of meetings with their 
team.

• An effective team is inclusive in 
their language and actions.

Equity
• A team that truly cares about all 

students and staff strives to be 
equitable regarding connectivity, 
resources, and support.

Relationships

• All team members feel like they 
matter and should work tirelessly 
to build a culture of trust and 
respect.

• All team members should feel led, 
not managed.

• An authentic leader promotes the 
team members to others and does 
not compete with them.
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Innovation
A successful team creates a culture 
of innovation and builds trust, 
promotes intentional risk taking, 
does not adhere to a 
“lock-it/block-it” mentality, leverages 
staff and student voice.

Mindset
To sustain change, a team must 
personalize professional learning 
opportunities, model expectations, 
leverage success stories, spend time 
in classrooms to understand 
instructional needs, and shift from 
“you and them” to “we and our.”

This Photo by Unknown Author is licensed under CC BY
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How do you build such a 
team when you become the 
CTO of an existing team?

Let’s
Expand!



New Hires
1. Determine missing skill sets in your department.
2. Develop a rubric of what is important to you to 

use when reviewing resumes.
3. Carefully review resumes

• Misspelled words
• Incorrect use of terms, software, pedagogy 

references, etc.
4. Include team members in the interview process
5. Follow up on listed past experiences
6. Appearances and punctuality



Expanding to Actual Practice

1. Determining Missing Skill Sets

● Question: How do you currently assess whether a candidate lacks a critical skill 
for the role, and what methods do you use to verify their ability to learn or adapt to 
new skills?

2. Developing a Rubric for Resume Review

● Question: What key criteria do you prioritize when reviewing resumes, and how 
do you weigh factors such as experience, education, and specific skill sets?

3. Evaluating Resume Accuracy & Conducting Interviews

● Question: How do you ensure that candidates accurately represent their skills and 
experiences on their resumes, and what role does your team play in the interview 
and verification process?

Let’s
Expand!



1. Tell me a little about yourself and why you feel you would be a good fit for 
this position.

2. What would you consider is one of your strengths?  What do you feel is 
your greatest weakness?

3. Where do you see yourself in 5 years?
4. What do you do in your spare time?
5. How comfortable are you with …..?
6. Tell us about a time you… 
7. Tempers run high when technology doesn’t work.  Tell us about a situation 

when you had to deal with an irate staff person.
8. What do you do when you don’t know the answer to a question?
9. How do you learn?

10. Ask scenario questions.

New Hires (Generic Questions)



All Staff—Tips for Achieving These Key 
Components

• To Motivate

• To Get to Know Your 
People

• To Document Efficiently 
and Effectively

• To Evaluate with Meaning 
and Purpose



Expanding to Actual Practice

1. Documenting Staff Progress and Areas for Improvement Efficiently and Effectively

● What specific strategies or tools do you use to consistently document staff progress and areas for 
improvement, and how do you ensure this documentation is actionable and not just procedural?

2. Evaluating Staff with Meaning and Purpose

● How do you conduct evaluations in a way that provides meaningful insights for both leadership and staff, 
ensuring they lead to professional growth rather than just compliance?

3. Motivating Staff

● Can you share an example of a time when you successfully motivated a staff member or team, and what 
specific techniques or approaches you used?

4. Getting to Know Your People

● What steps do you take to build authentic relationships with your staff, and how does that influence your 
leadership or management style?

Let’s
Expand!



Consider a Self 
Assessment

…start by getting the 
right people on the bus, 

the wrong people off 
the bus, and the right 

people in the right 
seats.
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1. "I only have a minute, what do you need?“
Try, "I want to give you my full attention. Can you meet 
at 1:30, or do you only need a minute?

2. "I want to empower you to...”  
Instead, try "Leading this project will give you the 
experience and tools to grow to the next level. Let’s 
check in weekly and I can answer any questions that 
you may have.”

3. "Sorry to take us off track, but...”  
      Agendas are important.

1. "It's okay, don't worry about it.“  
If it is truly ok, stop with “It’s ok.”  If it is a real issue or 
mistake, ask how the person might resolve the issue. 
Reflection is a great learning tool.

2.  "You're doing great.“ Be more specific.

Use Your Emotional Intelligence
Choose your words wisely



Create a Positive Culture

Define it.  

It all starts with knowing what you want it to look like.  Ask yourself – given what your team does, 
how do you want your teammates to interact as they go about getting it done?  What does good 
communication look like?  What kinds of things should someone who is a good teammate be 
doing?

Get some input.  

It may help to bring others in on this exercise.  Think about what the overall behaviors that are 
most important to the success of your team, and write them down.
You may end up with a long list – that’s a good start.  The thing to do now is to pare it down, 
consolidate it, and distill it into just a few key tenets, maybe five to seven of them.  They will serve 
as the cornerstone to your team culture.

Reference:  https://www.rapidstartleadership.com/build-team-culture-from-the-ground-up/



Create a Positive The Culture

Refine and Brand it.  

It’s best if they are easy to remember, only one or two words long each, and clearly call for a 
certain kind of behavior.  As part of your discussion, you may even want to write out what each of 
the terms means to the team so that everyone is clear.

Publicize it.  

Once you have your list, commit it to writing so that everyone agrees on it.  This is the framework 
for behavior for your team going forward.  It might be a good idea to print it out and post it in clear 
view.  Maybe one of your teammates with some design talent can make it look good.

Reference:  https://www.rapidstartleadership.com/build-team-culture-from-the-ground-up/



Expanding to Actual Practice
1. Defining a Positive Culture

● How do you define a positive team culture for your organization, and what specific qualities or behaviors do you 
believe are essential for success?

2. Getting Input from the Team

● How do you involve your team in defining the cultural values and behaviors that matter most to your 
organization? Can you share an example of how input from your team has shaped the way you think about 
workplace culture?

3. Refining and Branding the Culture

● Once you identify key cultural values, how do you refine and communicate them so they are easy to remember 
and actionable? Have you used any creative approaches, such as slogans, themes, or visual branding, to 
reinforce your team’s cultural values?

4. Publicizing and Reinforcing the Culture

● How do you ensure that your team culture isn’t just a set of words on paper but something that guides everyday 
behaviors and decisions?  Can you describe a time when you had to reinforce or reestablish cultural values, and 
what steps you took to make sure they were followed?



Building strong teams that are 
focused on collaboration is a key 
element for success. A team that 
takes ownership of their 
contribution and how they work 
together will have a strong shared 
vision and will continuously search 
for ways to improve. Do not 
underestimate the importance of 
building a great team culture.



Questions
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Resources

https://www.savvyedtechleader.com https://www.cosn.org/careers-certification/early-career-k-12-cto-aca
demy/
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Sheryl.abshire@gmail.com

@sherylabshire

Jeff McCoy

jmccoy@greenville.k12.sc.us

@jmccoygcs

Erin Rennick-White

erennick@mid-del.net

@rennickteach


