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A New Board Member Has Been Elected – Now 
What? 

The First Hundred Days 

–To-Do-List– 

 GET PREPARED BEFORE THE ELECTION  

 GET TO KNOW EACH OTHER  
What passions, interests, concerns does each individual bring to the table? 

 FORM PERSONAL RELATIONSHIPS WITH OTHER TEAM MEMBERS 
Begin to develop TRUST - person-to-person. 

 EXPLAIN HOW THE DISTRICT WORKS 
Build understanding about how the district is organized to conduct business.  

 DISCUSS WHAT IS HAPPENING IN THE DISTRICT 
Share the district’s vision, mission, priorities, goals, finances, projects, issues, 

LCAP, etc.  

 DEVELOP THE GOVERNANCE TEAM: 
Identify Unity of Purpose/Moral Imperative: 

What do we stand for?  What are our shared beliefs?   

What do we want to accomplish?  

Gain clarity on Roles and Responsibilities: 

What is the Board’s role – the Superintendent’s role? 

What are the Board’s responsibilities? 

Discuss Board Meeting structure and processes. 

Inform about rules and regulations–including Board Policies, Board 

Bylaws, and the Brown Act. 

Establish a Positive Governance Team Culture 

What are the behaviors that we agree will characterize our team? 

Review, revise, reaffirm governance norms. 

Agree on Supportive Structures and Processes 

How do we carry out our responsibilities? 

Review, revise, reaffirm governance protocols. 
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What Every New Board Member Needs to Know about the District 

 District Office address, phone numbers 

 Names and contact information for the Superintendent, Superintendent’s 

Executive Assistant and DO departments  

 Names and contact information of Board Members 

 Communities the District serves 

 Grade levels, numbers of students, number, and names of schools by type 

 Student populations served: Ethnic groups by % / English Language Learners / 

Primary languages spoken other than English / % of students on free and reduced 

lunch 

 Number of square miles the district covers 

 Home to School Transportation? By whom? 

 Standing Advisory Committees? 

 District documents: Vision, Mission, Goals / Budget /Policy Manual / Collective 

Bargaining Agreements / Superintendent’s Contract / Facilities Plan / LCAP 

 Current District Issues 

 List of District Schools / Address / Phone / Principal / Secretary 

About Governance Team Operations 

 Board Meeting dates and times 

 Board Officers / names and roles 

 Order of items on the Board Meeting Agenda 

 Purpose of Public Comment Section of the Board Meeting 

 Purpose of the Board Comment Section of the Board Meeting 

 When and how the Superintendent is evaluated 

 When and how the Board conducts a self-evaluation 

 Governance Documents: Board Bylaws / the Brown Act / Governance Handbook 

/ Governance norms and protocols / Annual governance Calendar / CSBA 

Professional Governance Standards 

 Board Member Benefits?  - Receive a stipend? Health Benefits? 

 Process for attending conferences and workshops 

 Policy on travel expenses and other reimbursements 

 Other... 
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Conversation / Discussion Meetings 

A conversation / discussion meeting is a planned time for the board and superintendent to talk 

with each other in an informal setting where no action will be taken about governance issues, 

major district topics, or current trends and issues in public education. Conversation / discussion 

meetings are opportunities for the governance team to identify common ground in order to 

provide focused leadership and direction to the district. 

 

Types of Conversation / Discussion Meetings:  

 Effective Governance Conversations 

Review working relationships among governance team members. 

Develop / review / revise governance team agreements: norms  

and protocols. 

Develop / review / revise the Governance Handbook. 

 Strategic Leadership Discussions: 
Framing – Philosophical – Setting Direction Discussions  

Agree on the guiding principles and develop criteria to be used for 

problem solving, action planning, and/or decision-making on major 

district issues in order for the governance team to be pro-active rather 

than reactive. 

 Progress Reports to the Board: 
(might follow a staff report or a study session) 

Discuss progress toward goals, district programs, and other district 

issues from the big picture, philosophical perspective. 

 
 Current Trends and Issues: 

Discuss current trends and issues arising at the local, state, and federal 

level and how they might affect the district. 
 

 
 
 

 
Conversation / Discussion Meetings must be held in open public session unless  

the topic falls within the Brown Act restrictions for closed executive session. 

 

 

 



  

5 

 

CSBA Sample 
Board Bylaw BB 9000 

 

ROLE OF THE BOARD 
 

Note: The following optional bylaw reflects general board roles and responsibilities 

consistent with CSBA's Maximizing School Board Governance series of publications 

and the voluntary professional governance standards adopted by the CSBA Delegate 

Assembly in November 2000. CSBA's governance standards also address attributes of 

effective boards and individual trustees; see BB 9005 - Governance Standards. 

 

The Governing Board has been elected by the community to provide leadership and 

citizen oversight of the district. The Board shall ensure that the district is responsive to 

the values, beliefs, and priorities of the community. 

 

The Board shall work with the Superintendent to fulfill its major responsibilities, which 

include: 

 

1. Setting the direction for the district through a process that involves the 

community, parents/guardians, students, and staff and is focused on student 

learning and achievement 

 

2. Establishing an effective and efficient organizational structure for the district by: 

 

a. Employing the Superintendent and setting policy for hiring of other 

personnel 

 

b. Overseeing the development and adoption of policies 

 

c. Establishing academic expectations and adopting the curriculum and 

instructional materials 

 

d. Establishing budget priorities and adopting the budget 

 

e. Providing safe, adequate facilities that support the district's instructional 

program 

 

f. Setting parameters for negotiations with employee organizations and 

ratifying collective bargaining agreements 
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3. Providing support to the Superintendent and staff as they carry out the Board's 

direction by: 

 

a. Establishing and adhering to standards of responsible governance 

 

b. Making decisions and providing resources that support district priorities 

and goals 

  

c. Upholding Board policies 

 

d. Being knowledgeable about district programs and efforts in order to serve 

as effective spokespersons 

 

4. Ensuring accountability to the public for the performance of the district's schools 

by: 

 

a. Evaluating the Superintendent and setting policy for the evaluation of 

other personnel 

 

b. Monitoring and evaluating the effectiveness of policies 

 

c. Serving as a judicial (hearing) and appeals body in accordance with law, 

Board policies, and negotiated agreements 

 

d. Monitoring student achievement and program effectiveness and requiring 

program changes as necessary 

 

e. Monitoring and adjusting district finances 

 

f. Monitoring the collective bargaining process 

 

5. Providing community leadership and advocacy on behalf of students, the district's 

educational program, and public education in order to build support within the 

local community and at the state and national levels 

 

The Board is authorized to establish and finance any program or activity that is not in 

conflict with, inconsistent with, or preempted by law. (Education Code 35160) 

  

(2/97 3/01) 7/06 

 

Policy Reference UPDATE Service 

Copyright 2016 by California School Boards Association, West Sacramento, California 

95691 

All rights reserved. 
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CSBA Sample 
Board Bylaw 

Limits of Board Member Authority BB 9200 

 

The Governing Board recognizes that the Board is the unit of authority over the district 

and a Board member has no individual authority. Board members shall hold the education 

of students above any partisan principle, group interest, or personal interest. 

Unless agreed to by the Board as a whole, individual members of the Board shall not 

exercise any administrative responsibility with respect to the schools or command the 

services of any school employee. Individual Board members shall submit requests for 

information to the Superintendent. Board members shall refer board-related 

correspondence to the Superintendent for forwarding to the Board for placement on the 

Board’s agenda, as appropriate. 

Individual Board members do not have the authority to resolve complaints. Any board 

member approached directly by a person with a complaint should refer the complainant 

to the Superintendent or designee so that the problem may receive proper consideration 

and be handled through the appropriate district process. 

A Board member whose child is attending a district school should be aware of his/her 

position as a Board member when interacting with district employees about his/her child. 

Because his/her position as a Board member may inhibit the performance of school 

personnel, the Board member should inform the Superintendent or designee before 

volunteering in his/her child’s classroom. 

The Superintendent or designee shall provide a copy of the state’s open meeting laws 

(Brown Act) to each Board member and to anyone who is elected to the Board but has 

not yet assumed office. (Government Code 54952.1) 

 

 
Policy Reference UPDATE Service 

Copyright 2016 by California School Boards Association, West Sacramento, California 

95691 

All rights reserved. 

 

(2/94 3/04) 7/06 
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CSBA County Sample Bylaw 
 

Board Bylaw                                                                    BB 9000  

Role of The Board   

 

 

Note: The following optional County Board of Education bylaw reflects the roles and 

responsibilities of the County Board. The bylaw aligns closely with the Professional 

Governance Standards for County Boards adopted by CSBA and California County 

Boards of Education and Statutory Functions of County Boards of Education and County 

Superintendents of Schools published by the California County Superintendents 

Educational Services Association. The governance standards also address attributes of 

effective boards and individual trustees. 

The County Board of Education provides leadership and citizen oversight for educational 

programs and services operated by the county office of education (COE), including 

services provided to school districts and the community. The primary objectives of the 

County Board are to work with the County Superintendent of Schools to establish 

direction and priorities for the COE and to provide leadership necessary for the success of 

public education. 

In fulfilling its objectives, it is the role of the County Board to: 

1. Adopt and update policies for its own governance and for programs under the statutory 

authority of the County Board 

2. Ensure accountability for student learning in schools and programs under the statutory 

authority of the County Board  

3. Fulfill responsibilities related to the local control funding formula (LCFF), including 

adopting the COE local control and accountability plan or update and the LCFF budget 

overview for parents/guardians 

4. Provide community leadership on educational issues and advocate on behalf of 

students and public education at the local, state, and federal levels  

5. Collaborate with the County Superintendent to ensure implementation of the shared 

vision, goals, and policies of the COE  

6. Collaborate with the County Superintendent to ensure the provision of a safe and 

appropriate educational environment for all COE students 

http://gamutonline.net/LoadDistrictPolicy/1096
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7. Adopt the annual budget and review interim reports of the County Superintendent  

8. Fix the salary of the County Superintendent in accordance with law  

9. Adopt rules and regulations governing the administration of the office of the County 

Superintendent 

10. Acquire, lease, lease-purchase, hold, and convey real property for the purpose of 

housing the offices and the services of the COE 

11. Maintain a cooperative and supportive working relationship with local school 

districts, their school boards, and the community  

12. Conduct appeals on the following actions by district governing boards: student 

expulsions; interdistrict transfer requests; denials, nonrenewals, or revocations of charter 

school petitions; and other matters when required by law 

13. Conduct public hearings when appropriate 

14. Consider petitions and provide oversight for charter schools approved by the County 

Board and fulfill other statutory responsibilities in connection with charter schools 

The County Board is authorized to establish, carry on, and finance any program or 

activity that is not in conflict with, inconsistent with, or preempted by law and does not 

conflict with the purposes for which the County Board is established. (Education Code 

35160-35160.1) 

(1/16) 1/19 

http://gamutonline.net/displayPolicy/131397/9
http://gamutonline.net/displayPolicy/131398/9


 

 

 

CSBA County Sample Bylaw 
 

Board Bylaw                                                                    BB 9200  

Limits of Board Member Authority     

Note: The following bylaw is optional. 

The County Board of Education recognizes that it has authority only as unit and that a 

County Board member has no individual authority. County Board members shall hold the 

education of students above any partisan principle, group interest, or personal interest. 

Note: The County Board of Education should carefully review the following paragraph 

and modify it to reflect local practice. 

Unless agreed to by the County Board as a whole, individual members of the County 

Board shall not exercise any authority with respect to any matter within the jurisdiction of 

the County Board. In appropriate circumstances individual County Board members may 

independently submit requests for information to the secretary of the County Board. 

Individual County Board members do not have the authority to resolve complaints. Any 

County Board member approached directly by a person with a complaint should refer the 

complainant to the County Superintendent or designee so that the problem may receive 

proper consideration and be handled through the appropriate process. For the purpose of 

requesting information, County Board members shall also refer County Board-related 

correspondence to the president and the secretary of the County Board for dissemination 

to the rest of the County Board or placement on the agenda, as appropriate 

Note: The following paragraph is optional. Pursuant to Education Code 51101, 

parents/guardians have the right to observe and/or volunteer in their child's classroom. 

Although this right is not affected upon election to the County Board, County Board 

members who have children attending schools within the jurisdiction of the county office 

of education should be aware of their status as County Board members and the effect of 

that status on school employees. 

A County Board member whose child is attending a school within the jurisdiction of the 

county office of education (COE) should be aware of his/her role as a County Board 

member when interacting with COE employees about his/her child. The County Board 

member should inform the County Superintendent before volunteering in his/her child's 

classroom. 

1/16 

http://gamutonline.net/LoadDistrictPolicy/1096
http://gamutonline.net/displayPolicy/138107/9


 

 

13 BEHAVIORS OF HIGH TRUST LEADERS 

 
CHARACTER BEHAVIORS: 

 1. Talk Straight 

 2. Demonstrate respect 

 3. Create Transparency 

 4. Right Wrongs 

 5. Show Loyalty 

COMPETENCE BEHAVIORS: 

 6. Deliver Results 

 7. Get Better 

 8. Confront Reality 

 9. Clarify Expectations 

 10. Practice Accountability 

CHARACTER & COMPETENCE BEHAVIORS: 

 11. Listen first 

 12. Keep Commitments 

 13. Extend Trust 

 
 

 

 

 

 

 
 

 

 

Stephen M. R. Covey 

The Speed of Trust: 13 Behaviors of High Trust Leaders 

covey@coveylink.co 
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The ability to establish, grow, extend, and restore trust 
with all stakeholders ... is the key leadership competency 
of the new, global economy. 

–Stephen M.R. Covey 



 

 

  

Creating and Sustaining a Positive Governance Team 
Culture 

Norms for Building & Sustaining Trust among Team Members:  

Building and sustaining trust among members of our team requires that we take  

the time to develop relationships with each other and recognize that we each  

have different opinions and styles.  Trust requires constant nurturing and energy  

and the acceptance of honest mistakes. 

We Will Be Respectful of Each Other: 

• Listen actively when others are speaking. 

• Be honest and tell the truth – saying what we mean and meaning what we say. 

• Recognize and accept differences of opinion and style. 

• Value and build upon each other’s ideas and opinions. 

• Extend courtesy and kindness to each other. 

• Follow through on our commitments. 

• Be consistently authentic and sincere. 

• Treat everyone who comes before the Board with respect. 

We Will Communicate So That All Team Members Have the Same Information: 

• Each of us will provide timely and direct communication when we hear 

rumors, or concerns, (following our protocol), so that all members of the team 

have the same information. 

• The Superintendent will distribute information to all team members equally. 

• All board members will receive the answers, when one board member  

asks a question to which staff responds. 

• We will trust in the good intentions and honesty of each other. 

• We will give feedback to others respectfully and receive respectful feedback 

gracefully. 

• We will let the superintendent know the questions that will be asked during 

the board meeting, so staff has the time to prepare a response. 

We Will Engage in Positive Decision-Making: 

• Make sure that our decisions are based on principle – not our own self-

interest. 

• Agree to disagree courteously and not to take things personally. 

• Provide equal access to all information regarding the action item that is  

being considered. 

• Trust in the good intentions and honesty of each other.  

• Bring ideas, issues, and concerns to the table. 
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Key Points Relating to Superintendent 
Evaluation 

 

Boards must have agreed upon core district beliefs, a district vision and/or mission, and 

must know what their priority areas are. Only then, can they effectively evaluate the 

superintendent.  
 

Superintendent evaluation should be a communications process that serves as a model for 

district evaluation at all levels.  It should be: 

• Goal-based (These should be “district” goals set mutually by the board and 

superintendent in priority areas for the coming year and should include LCAP 

goals.) 

• Measurable 

• Ongoing 

• Collaborative (Working together as a governance team, the board and 

superintendent should also agree on success indicators for each goal.) 
 

In this way, boards use superintendent evaluation as an important leadership tool to focus 

and align all district efforts, an opportunity for the governance team to reflect and talk 

about where the district is going, not just this year, but with an eye to the future.   
 

It should:  

• provide an opportunity for acknowledging and commending the superintendent’s 

accomplishments.  

• support growth of the superintendent and sustained improvement for the district; 

and,  

• if necessary, identify weaknesses or problems that need to be addressed by the 

superintendent to ensure continuous progress.   

 

CSBA recommends two primary content sources: 
 

• Progress toward district goals/LCAP 

- Identify district goals/LCAP and one or more success indicators for 

each goal.  
 

• Personal and professional qualities based on the Superintendent Governance 

Standards (See page 5.) 

− It is most important to focus on progress toward goals, but if boards 

want to evaluate additional aspects of the superintendent’s job 

performance, the Superintendent Governance Standards are a useful 

tool.  
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While goals should be reality-based and thus affordable to achieve, boards should 

encourage staff to look for creative ways to fund goals and make sure budget priorities 

support the goals. 

Success indicators are the measures that tell you when you have accomplished your 

district strategic goals. They are tools with which we measure progress. Success 

indicators should be quantifiable, behavioral changes, support mechanisms or resource 

shifts. What is important is that they focus on results, not the processes used to get 

results. The indicators we use to monitor results may vary dramatically from district to 

district. It is vital that governance teams allow adequate time to discuss and agree what 

data will tell them a goal has been successfully met.  

We strongly recommend that board members use a narrative format for their evaluations. 

What is written can be brief, but describing one’s perspective on performance and 

accompanying any negative with a recommendation for improvement assures more 

thoughtful evaluation than simply providing a numerical (e.g., 1-5) or phrase (e.g., 

“clearly outstanding,” “exceeds expectations,” “needs improvement”) ranking. No matter 

what format is used to record evaluation, it is very important that the board have a 

conversation about the reasons behind different members’ perspectives and that what is 

presented to the superintendent is a board consensus. While individual points of view are 

important, the superintendent must respond to the collective agreements of the board and 

cannot be expected to respond to individual board member expectations.    

Sample superintendent evaluation procedure checklist: 
 

Any timelines or specific list of procedures should be based on the understanding that 

there will be ongoing communications between the board and superintendent throughout 

the year and regular progress reports from the superintendent to the board. The more 

formal superintendent evaluation process will add to that ongoing process, not replace it. 

Frequent communication with the board ensures there will be no surprises in the 

evaluation process. The annual evaluation is not the place to “spring” major findings or 

conclusions that were never raised earlier in the year.   

 Agree on priority areas and with the superintendent, set goals for the coming year that the 

governance team believes will reasonably move the district toward its long-range vision. 

Again, the atmosphere should be calm, conversational and invite the superintendent's full 

participation.  

 Discuss level of satisfaction with the evaluation methods and instruments used during the 

current year. Decide whether to modify the evaluation system for next year based on the 

new goals.  

 Have the superintendent prepare an evaluation packet for the board that includes a 

progress report toward district goals, the superintendent's self-evaluation of 

accomplishments and performance and a review of action taken to address 

recommendations of the board from the previous year. This is a sound practice and the 

packet can be presented at a pre-appraisal meeting or distributed to board members 

individually. 
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 Review the contractual agreement between the board and the superintendent. The current 

contract may be included in the evaluation packet prepared by the superintendent. 

 Review any board-adopted policies relating to the superintendent's job description or 

evaluation process. 

 Review the annual goals.  

 Individually evaluate progress against these goals using methods and instruments chosen 

by the board and superintendent as most appropriate for the current year. (How 

successfully has the superintendent met the expectations? Have there been unforeseen 

extenuating circumstances we must take into consideration?) 

Use the previous evaluation as a baseline. If no previous evaluation exists or if the system 

being used has fundamentally changed, this year's evaluation will be used as a baseline 

for future evaluations. In this case, since no comparable evaluation exists and no clear 

direction may have been given to the system, the board will need to be careful about 

making judgments. 

 Decide who will summarize and combine the individual evaluations to create a consensus 

document and how the document will be formatted. The evaluation should be a 

composite of individual board members' opinions, but there should only be one final 

evaluation representing the board's collective judgment. This is the evaluation to 

which the superintendent must respond. The summary evaluation may be a 

compilation of individual evaluations with all written comments intact or numerical 

ratings listed or may record only a group consensus on each area evaluated. This 

summary document should be distributed to all board members for review and approval. 

(The superintendent does not receive a copy at this time since the evaluation is still being 

worked on by the board.)   

 The board should come together to have a conversation about the consensus document to 

ensure it accurately reflects the opinion of the board as a whole. 

 Distribute copies of the completed revised evaluation to the board and superintendent. 

This is a confidential document. 

 Meet as a full board with the superintendent to discuss his/ her evaluation. Schedule the 

evaluation as the only item on the agenda. The meeting should be in closed session unless 

the superintendent requests that it take place in open session. The final evaluation should 

adopt a professional tone, noting both successes and areas where improvement is needed, 

as well as, acknowledging goals that could not be reached due to unforeseen 

circumstances. 

 Create an atmosphere that enables the superintendent to express any concerns he or she 

may have regarding the respective roles and responsibilities of the board and 

superintendent. The superintendent should not be penalized or threatened for discussing 

this issue in a frank and open manner with the board at this time. 

 After the process is complete, review the process and meet to set goals for the coming 

year. 

(Understanding the impact of the board’s actions and behaviors on the superintendent’s 

ability to accomplish goals, the board should take collective responsibility for scheduling 

periodic board self-evaluations. These may not be held in Closed Session.) 
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Suggested Sequence for Evaluation of the 
Superintendent 

The annual timeline for a superintendent's evaluation will vary from district to district, 

often based on the initial date of employment. Many districts adopt a schedule which 

follows the school calendar so progress toward annual goals can be made during a 

school year.  It is important to remember that student achievement information is often 

not received until the following school year. Districts should create a schedule that meets 

their specific needs. 

 

Step 1 

• Governance team finalizes annual goals/LCAP and success indicators for 

coming year, ensures the budget supports the goals, reviews evaluation 

procedure, and makes recommendations for coming year. It is very important 

for the governance team to schedule enough time to set future goals in a 

thoughtful manner. This includes agreeing on success indicators and 

clarifying board expectations concerning progress reports. 

Step 2 
• Superintendent develops and presents administrative action plan for 

achieving goals to the board. 

Step 3 • Superintendent communicates plan to staff and implementation begins. 

Step 4 

• Mid-year, the Superintendent reports to and has a discussion with the board 

on progress toward goals. Additional progress reports may be scheduled as 

necessary throughout the year. 

Step 5 

• Board and superintendent review specific procedures, timeline, and 

evaluation format for current year’s evaluation. 

• Superintendent prepares and presents evaluation packet for the board 

that includes superintendent's report on goal achievement, self-

evaluation, contract and/or policy language on evaluation. 

• Board president distributes evaluation forms. 

Step 6 

• Board members individually evaluate the superintendent’s performance, 

using instruments and methods agreed to by the governance team. 
• The full board schedules a closed session meeting to have a conversation and 

develop the full document. 
• The board president and/or other designated person compile(s) evaluations 

and create(s) a summary document that is reviewed and approved by the full 

Board. 
• Copies of the approved confidential summary document are distributed to the 

board and the superintendent. 

Step 7 

• In closed session, after all parties have received copies of the board 

evaluation, the board and superintendent meet to discuss the evaluation.  
• At this time, the superintendent has the opportunity to respond to the board’s 

evaluation. 
• Following the annual formal evaluation meeting of the superintendent and the 

board of education, the final evaluation is signed by the board president (or 

the entire board) and superintendent. The final signed document is provided 

to the superintendent for inclusion in his/her personnel file. 



 

 

Step 8 
• Initial goals are set for the next year.  
• Board and superintendent review process, format, and timeline for upcoming 

year. 

 

Superintendent Governance Standards 
 

 
As a corollary to the CSBA Professional Governance Standards, a team of California 

superintendents including the ACSA Superintendents Committee and the CSBA Superintendents 

Advisory Council developed a set of Superintendent Governance Standards. We highly 

recommend that these be included as part of the Professional Governance Standards adoption.   

 
The Superintendent:  
• Promotes the success of all students and supports the efforts of the Board of Trustees 

to keep the district focused on learning and achievement. 

• Values, advocates, and supports public education and all stakeholders. 

• Recognizes and respects the differences of perspective and style on the Board and 

among staff, students, parents, and the community — and ensures that the diverse 

range of views inform board decisions. 

• Acts with dignity, treats everyone with civility and respect, and understands the 

implications of demeanor and behavior. 

• Serves as a model for the value of lifelong learning and supports the Board’s 

continuous professional development. 

• Works with the Board as a “governance team” and assures collective responsibility 

for building a unity of purpose, communicating a common vision, and creating a 

positive organizational culture. 

• Recognizes that the board/superintendent governance relationship is supported by the 

management team in each district. 

• Understands the distinctions between board and staff roles and respects the role of the 

Board as the representative of the community. 

• Understands that authority rests with the Board as a whole; provides guidance to the 

Board to assist in decision-making; and provides leadership based on the direction of 

the Board as a whole. 

• Communicates openly with trust and integrity including providing all members of the 

Board with equal access to information and recognizing the importance of both 

responsive and anticipatory communications.  

• Accepts leadership responsibility and accountability for implementing the vision, 

goals, and policies of the district.  



Board/Superintendent 
Relationships:  The Good, the 

Great, and the “Oh No!”
Steve Ladd & Luan Burman Rivera



“Our vision is of a 
governance system, school 
board and superintendent 
working together as a 
cohesive, unified team with 
a common vision driven by 
a shared moral imperative.”
The Governance Core, Campbell & Fullan 2019



In the Beginning… 

oGood — Getting to know each other and patience 

oGreat —Devoting quality time to developing 

relationships, and discussing district goals and resources 

needed to achieve them

o“Oh No!” —“This is the way we have always done it, and 

it works, so don’t screw it up!”



Team Building…

oGood — Agreeing to do it

oGreat — Working together in discussion 

meetings - “deep learning.”  

o“Oh No!” —“It’s my ball and I am taking it 

home.”



Building Relationships…

oGood — Having Board/Superintendent one-on-one 

meetings

oGreat — Committing to establishing and evaluating 

progress toward this goal

o“Oh No!” — “I didn’t vote for you, so I am not 

really sure I am interested in getting to know you.” 



Communication…

oGood — Agreeing on expectations for communication

oGreat — Putting the agreements for 

Board/Superintendent communications into the 

Governance Handbook. (Including Accountability)

o“Oh No!” —“You are telling other Board members more 

than you tell me. Why didn’t you tell me…”



Trust…

oGood — Intellectually understanding the importance of 

trust

oGreat — Holding ourselves and each other to behaviors 

that demonstrate and build trust

o“Oh No!” —“Don’t worry about what you hear me say 

about you, or what you read in the paper, it is only 

politics.”



Iowa Lighthouse Study

“Researchers found dramatic growth

in student achievement coinciding 

with periods of high trust between 

the superintendent and the board.”

“The lighthouse inquiry: Examining the role of school board

leadership in the improvement of student achievement,”

Delagardelle, 2008



Sharing Uncomfortable Conversations…

o Good — Accepting that uncomfortable conversations will occur

o Great — Recognizing that difficult conversations require that 

everyone assume best intentions, and that appropriate people 

must be included. Avoid the drama and seek to understand

o “Oh No!” — Avoiding them at all costs, hoping that they go away 

by themselves.  Spoiler Alert—they never do!



Dialogue



Intra-Board Politics…

oGood — Recognizing that with important and possibly 

competing perspectives, intra-Board politics may arise

oGreat — Ensuring that when intra-Board politics do arise, 

tools outlined in the Governance Handbook are utilized

o“Oh No!” —“Two or more members of the Board are in 

conflict, Superintendent, you go fix it.”



Yours, Mine, and Ours…

oGood—Understanding roles

oGreat— Living within your roles

o“Oh No!” — As Frank Sinatra may say, 

(paraphrase), “I’ll do it my way!”



Personnel…

o Good — Realizing that we have one employee, the Superintendent

o Great – Understanding that we have one employee, and the staff 

reports to him/her

o “Oh No!” — “I thought I would help you do reference checks on the 

principal candidate for the high school.  My Aunt Molly lives in that 

community and I asked her to check him out.”



Collective Bargaining…

o Good — Being aware of the Board’s functions and responsibilities

o Great — Understanding the rationale behind desired goals; 

staying in your role and maintaining confidentiality

o “Oh No!” — “Yes, I told the head of the bargaining unit what we 

were offering. I figured you’d tell them anyway. Oh by the way, I 

told them I didn’t agree with the other Members of the Board, or 

you, Superintendent. Have a nice day!”



Superintendent Evaluation…

oGood — Publicly stating the value of doing an annual 

evaluation

oGreat — Having a clear process for a fair, constructive, 

collaborative evaluation that focuses and aligns the work 

of the district

o“Oh No!” —“Let’s flip a coin, heads it’s good--tails, not so 

much.”



“Governance is not just 
passing policies; it is 
what boards and 
superintendents do 
together and how they 
do it.”

The Governance Core, Campbell & Fullan 2019



Governance…

oGood—Practicing some of the time

oGreat —The Board and the Superintendent 

functioning as a governance team

o“Oh No!” —“Cause, I said so” or “You can’t make 

me!”



In the End… 

“Oh No!” — “Don’t let the door hit you, on the way 

out!” Acrimony and unprofessional conduct will reduce 

the future candidate pool, as well as negatively impact 

the culture in the district.



In the End…

Good—If it was a good relationship 

wish each other well.



In the End…

Great — Wishing him/her well, describing the 
attributes/characteristics that created a strong, 
trusting, productive team. 



Thank you for coming!

We value your feedback, please take a moment to 
complete the evaluation. 


