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Introductions

• Name

• Time on the board

• Where did you go to high 
school?

• Why are you on the board?

• What superpower do you 
bring to the board?



Current successes 
and challenges



Agenda 

• Roles and responsibilities: high 
performing boards, risks of low-
performing boards

• Balanced Governance standards and 
good governance

• Small group Balanced Governance 
activity

• Practice with scenarios

• Tools for collaboration

• Q&A



Share out:

• Why does the board matter?

• Why does board culture matter?

• Why does your relationship with your superintendent matter?



The single belief 
that ALL students 
can and will learn



Individual board members

(values, beliefs, motivations 
– your “why”)

Board work

(roles, responsibilities, 
decision-making, focus)

Board culture

(tone, trust, collaboration, 
accountability)

Organizational Culture

(district-wide expectations, 
leadership alignment)

Classroom Instruction

(resources, priorities, 
support  for staff, teachers)

Students

(outcomes, achievement, 
success)

Causal Chain

School Boards Impact Students





High-performing boards
Lighthouse (Rice, et al., 2000 and 

Delagardelle & Alsbury, 2014)

Essential board leadership practices 

(Johnson, 2013)

Characteristics of effective school 

boards (Dervarics & O’Brien, 2016)

Vision & Goals Set clear expectations; set goals Creating a vision Commit to a vision of high expectations 

for students and set goals toward that 

vision

Climate & 

Resources

Create conditions for success Creating climate; providing staff 

development; creating awareness and 

urgency

Align and sustain resources to meet 

goals

Data & Monitoring Hold the system accountable Monitoring progress and taking corrective 

action; using data

Data savvy, embracing and monitoring 

data, even when negative

Cohesive 

Teaming

Learn together as a board team Demonstrating commitment; practicing 

unified governance

Strong shared beliefs and values about 

the system and all students

Community 

Engagement

Build public will Engaging the community, connecting 

with district leadership

Collaborative relationship with staff and 

community; strong structure to 

inform/engage stakeholders

Policy & 

Accountability

Developing policy with a focus on 

student learning

Accountability driven, focused on policy 

and not operations



Practices associated with negative impacts on 

student outcomes

Lee & Eadens (2014)

• Meetings less orderly; Lack of 
respectful engagement, some 
individuals take up too much 
airtime

• Less time spent on student 
achievement

• Members seek to advance their 
own agendas

• Less effective working relationships

• Less reliance on the administrator 
for advice and input

• Less focus on policy items

Dervarics & O’Brien (2016)

• Only vaguely aware of school 
improvement initiatives

• Making excuses: external 
pressures, communication, 
teachers/staff, families, students as 
cause for lower performance

• Micromanagement

• Staff don’t know the board

• Anecdotes and personal 
experiences drive decisions instead 
of data



Governance and Management

Governance

• Policy

• Budget adoption

• Program adoption

• Curriculum adoption

• Community engagement

• Informed oversight/monitoring

Management

• ARs/policy implementation

• Budget spending

• Program implementation

• Curriculum recommendation

• Community engagement

• Providing data and information



So how do we get there?



Balanced Governance 

Informed 
Oversight 

Disengaged 
“Rubberstamp”

Over-Reaching 
“micromanaging” 

Alsbury, T. L., & Gore, P. (2015). Improving local school board governance: A Balanced Governance approach. Cambridge, MA: Harvard Press. 



Balanced Governance:
Evidence-based standards of performance

(T. Alsbury, Balanced Governance School Board Self-Assessment)

Standard Description What it Looks Like

1. Vision-directed planning Engage staff and community in development of a shared 
vision focused on student learning

Vision is clear, shared, and student-focused. All decisions 
connect to long-term goals. Board regularly monitors 
progress.

2. Community engagement Recognize that all members of the community are 
invested partners. Support collaborative relationships.

Board actively listens to diverse voices. Feedback 
influences decisions. Engagement is ongoing, not one-
time.

3. Effective leadership Establish focus, direction, and expectations that foster 
student learning. Align authority and responsibility so 
decisions can be made at the most local level.

Board focuses on student outcomes, respects roles, and 
holds itself accountable to agreements.

4. Accountability High expectations for the learning of every student and 
holds the district accountable for reaching those results. 
Policy and resources align with the strategic vision and 
goals.

Goals are measurable and monitored. Data is used to ask 
questions, adjust direction, and ensure progress.



Balanced Governance:
Evidence-based standards of performance

(T. Alsbury, Balanced Governance School Board Self-Assessment)

Standard Description What it Looks Like

5. Using data for continuous 
improvement

Use meaningful, quality data from multiple sources to set 
priorities and monitor improvement and progress. 

Board uses clear, relevant data to guide decisions and 
evaluate program impact.

6. Cultural responsiveness Recognize cultural diversity in many facets: race, gender, 
geographic, sexual orientation, gender identification, 
socioeconomic, students with special needs. Reduce and 
eliminate barriers to access for all students. Apply diverse 
perspectives to policy and program approvals.

Equity lens is applied to decisions. Board reviews 
disaggregated data and elevates underrepresented voices.

7. Culture and climate Create a climate of expectations that all students can 
learn. Support policies and procedures that foster a 
positive and safe learning environment. Model 
professional and respectful relationships. 

Board models respect, recognizes success, and ensures a 
safe, inclusive environment for all.

8. Learning organization Ensure the district functions as a self-renewing 
professional community that supports reflection, 
discovery, improvement, and success at all levels. 
Encourage professional development and nurture 
leadership capabilities across the organization. 

Board supports staff learning and uses reflection to guide 
continuous improvement.



Balanced Governance:
Evidence-based standards of performance

(T. Alsbury, Balanced Governance School Board Self-Assessment)

Standard Description What it Looks Like

9. Systems thinking Practice an integrated view of education within and 
across systems and levels. Seek out collaborative local, 
state, and national partnerships, coordinated programs, 
and shared resource models to improve student 
experience. 

Board considers long-term impact and cross-department 
effects of decisions.

10. Innovation and creativity Encourage innovation and creativity as assets to 
development of positive change leading to new types of 
thinking. 

Board supports new ideas with clear goals and reviews 
impact before expanding.

11. Board member conduct, 
ethics, and relationship with 
the superintendent

Have a clear, mutual understanding of the respective roles 
and responsibilities of the board and superintendent. 

Roles are clear. Communication is respectful, timely, and 
follows agreed protocols.

12. Budgeting and financial 
accountability

Align the strategic goals of the district to budget priorities 
and ensure the district is fiscally sound. Allocate resources 
based on student needs, district policy, and strategic 
initiatives and priorities. 

Budget aligns with board priorities. Spending is tracked, 
transparent, and student-focused.



Balanced Governance 
standards activity



Insights

Group 1

Strength

Growth Opportunity

Key Insight

Group 2

Strength

Growth Opportunity

Key Insight



Can the board impact the superintendent's leadership?

Transformational 
leadership: Inspirational 

motivation

Community 
engagement 

Using data for 
accountability 

Cultural 
responsiveness



Inspirational motivation: alignment to 
standards

Community 
engagement

• Advisory 
committees

• Admin/teachers 
involve families

• Strategic decision-
making

Using data for 
continuous 

improvement 

• Multiple sources of 
high-quality data

• Growth metrics

• Show gaps and 
opportunities

Cultural 
responsiveness

• Celebration of 
diversity

• Students see 
themselves in 
curriculum

• Equity lens



Supporting the superintendent

• Quarterly check-ins (evaluation process)

• Stay informed about strategic priorities; ask non-
operational questions

• Public-facing support for district initiatives (at board 
meetings, with constituents)  

• No surprises! Prepare your superintendent and their 
team for big questions you know you’re going to ask at 
a board meeting

• Support the superintendent’s time and energy – focus 
on just a few performance goals each year

• Publicly celebrate successes 

• A cohesive board provides stability and consistency

• The superintendent should not provide PD to the board



Practice Scenarios 



Scenario:

An upset staff member (who is also a parent) approaches you at the grocery 
store and asks if you can please help them with a complaint about their 
child’s teacher. Their student’s teacher has been assessing/grading them 
punitively and the staff member believes it is retaliation for a tough parent-
teacher conference from earlier in the year. They mention they have tried 
connecting with the teacher and have been unsuccessful, and now they fear 
retaliation in their own job. 

• What do you as a board member do in this situation?



Scenario:

A board member posts a question on Facebook asking for input 
on a math teacher’s behavior.  She states that her daughter is 
upset because of the way the teacher runs the classroom and 
wants to know if others are having the same concerns. She 
makes herself available for questions by text, email, and social 
media. She goes to the superintendent and tells them the 
concerns, wanting something to change immediately. She also 
emails other board members for their input. She tells the 
superintendent that if they do not deal with it, she will bring it 
up at the next board meeting.

What do board members do when they have a concern?



Scenario:

A board member receives several phone calls from people in 
the community complaining because the district has non-
renewed a well-liked teacher.  The board member is familiar 
with this teacher and believes they have done a good job.  The 
board member indicates to community members that they will 
personally investigate the situation. While discussing the issue 
with the superintendent the board member requests to see all 
the information relevant to the dismissal. The superintendent 
denies the request and the board member states that they 
have a right to this information. 

What information do board members have access to (in 
general) and from whom?



Public meetings law

• Communication outside meetings

• Email, text, social media

• Public records



Whole board and individual board members
Policy BBA: Board Powers and Duties (2017) Policy BBAA: Individual Board Members’ Authority and 

Responsibilities (2024)

• Establish rules and policy consistent with state and federal 
rules and laws

• Keep itself and the public informed
• Act as a “court of appeal” when issues involved the board or 

policy
• Appoint and evaluate a superintendent 
• Establish academic and financial goals
• Oversee the district’s financial affairs
• Adopt a budget and propose tax levies and bond elections
• Authorize the superintendent to approve payments on 

contracts according to policy and other requirements
• Provide for an annual audit
• Employ staff and provide for regular evaluations
• Direct the collective bargaining process
• Establish salaries, salary schedules, and other personnel 

policies

• Authority and responsibility when in legal session only
• Can act in the name of the board when authorized by vote of 

the board
• May make and accept proposals when acting as a designated 

rep in bargaining
• Identify personal opinions as one’s own; may endorse 

candidates as an individual
• Be knowledgeable about the district’s activities
• Request information through superintendent; requests 

requiring additional expense will be submitted to the board
• Request legal advice that incurs expenses through a vote of 

the board. Requests involving superintendent’s employment 
or performance are made to the chair

• Convey complaints to the superintendent
• May not direct the superintendent 
• May visit schools to gain information
• May not obligate the district via contract; will be personally 

liable



Scenario:
The board is having a discussion at a board meeting. Community members are 
interrupting the board, accusing some board members that they are not “putting 
kids first” with their decision. During public comment, people are regularly going 
over the three-minute allotted time and identifying people by name. 

• What are some tools/processes boards can adopt in situations like these? 

• Overall, how can the board make the community feel heard without 
engaging in dialogue at a board meeting AND keep within their governance 
role?



Scenario
The previous scenario described a situation in which the board 
meeting was being disrupted, and some community members 
were criticizing the board’s decision as “not putting kids first.” 
Some board members agreed with this comment and stated 
their intent to vote against the motion in front of them. Others 
felt the proposal was the right decision. All board members felt 
that they were, indeed, putting kids first but found themselves 
in conflict about the potential outcome of a decision.

• How can the board address its conflict while finding common 
ground?

• How can the board ensure decorum and respect during 
disagreement?

• What are the benefits of disagreement at the board table?



Your scenarios?



Tools for collaboration

• Superintendent evaluation

• Board self-assessment

• Board operating agreement

• Board/superintendent operating agreement

• Communication protocols



Superintendent 
evaluation process

• Standards

• Goals

• Evidence of performance
• Quarterly check-ins
• Self-evaluation
• Portfolio

• Targeted Feedback Survey 
(optional)

• Formal evaluation



Standards
• Visionary district leadership

• Collaborative with the board, inclusion of community, implements strategic 
priorities and reports back

• Ethics and professional norms
• Ethical, fair, just, transparent and models this behavior

• Inclusive district culture
• Develops a supportive, inclusive culture, evaluates and advocates for 

instruction and supports to underscore this

• Culturally responsive instructional leadership and improvement 
• Evaluates and designs systems of instruction and support that are culturally 

responsive, ensures that staff are trained



Standards
• Communications and community relations

• Develops systems and engages with multiple constituencies and partners

• Effective organizational management
• Strong hiring and retention practices, good systems thinking, productive 

relationships with unions

• Effective financial management
• Budget aligns with strategic priorities and is well managed

• Policy, governance, and advocacy 
• Advocates for the needs of the district, good relationship with the board, 

knowledgeable of laws and regulations impacting the district



Timeline
Adopt eval 

process 
and tool

Set goals

Quarterly 
evaluative 
check-ins

Targeted 
Feedback 

Survey 
(optional)

Formal 
summative 
evaluation



Board self-evaluation



Process and 
outcomes

• Individual responses based on Balanced Governance standards

• Consultant compiles report and analysis

• Look at:

• Overall strengths

• Overall areas of improvement

• Specific strengths

• Specific areas of improvement

• Areas of incongruence

• Goal-setting



Board/superintendent operating agreement





What are the highest leverage tools 
your board can use to impact 

student outcomes? 



Tools/Resources 









Board Development Team 



What will the 
board do next?



Questions and discussion



Please fill 
out our 

feedback 
survey!
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