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•Name?
•Length of time on 
the Board?
•Why did you 
choose to be a 
Board Member?

Introductions
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Success
This retreat will be 
successful for our 
team if….

This retreat will be 
successful for me if….





What do you need to 
know to have a great 

Governance Team 
relationship?



3 Things You Need to Know:

2. The score 3. How much 
time is on 
the clock

1. The rules 
of the game



3 Things You Need to Know:

2. The score 3. How much 
time is on 
the clock

1. The rules 
of the game

❖ Rules of the Game: Policy and Board Operating 
Agreements

❖ Time on the Clock: Strategic Plan and Board 
and/or District Goals Progress Monitoring? 

❖ Score: Superintendent Evaluation Based on 
Strategic Plan and Board and/or District Goals 
Results?





• In 1983, wrote an op-ed 
piece in the Washington Post 
• There is a center in 
American politics. It can 
govern. The commission is 
just an example of what can 
be done. First, get your facts 
straight. Everyone is entitled 
to his own opinion, but not 
his own facts. Second, decide 
to live with the facts. Third, 
resolve to surmount them. 
Because, fourth, what is at 
stake is our capacity to 
govern.U.S. Senator, member of the National 

Commission on Social Security Reform
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The Board of 
Education

(The WHAT)

Superintendent 
and Staff 

(The HOW)

Theory of ActionStoryline that connects vision, 
mission, and policies to strategy

One Report 
Superintendent

Vision, Mission, 
Policies, Goals 

with Targets, 
Determine if 

Goals are Met
Policy

Many 
Reports 
District 

Staff

Strategic Plan, 
Operationalizing 

the Vision, 
Mission, and 

Policies

Regulation

Above

Below
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Superintendent 
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mission, and policies to strategy
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BE CAREFUL OF CROSSING THE LINE!



THEORY OF ACTION

BOARD (the what)

STAFF (the how)



Board Operational Guidance
Policy that Guides Performance for the Superintendent, the Board, and the Board Members

A Framework for 
Effective School 

Governance
How boards can 
provide clear 
direction while 
avoiding 
micromanagement

Rick Maloney,
April 28, 2025



The Steering 
Wheel Metaphor

The Board: Decides where the car should be going (sets 
direction)
The Superintendent: Does the actual steering (implements 
direction)
The Problem: The Superintendent cannot effectively steer 
with too many hands on the wheel



Threading the Needle
Staying Between:

Micromanager and →Rubberstamp 

Micromanager 
- Too much control 

inhibits effective 
operations

Effective Governance 
- Clear expectations, 

appropriate oversight

Rubberstamp 
- No meaningful oversight 

or guidance



Threading the Needle
Staying Between:

Micromanager and →Rubberstamp 

How to Thread the Needle:
• Develop carefully crafted guidance 

policies
• Consider the Superintendent's 

recommendations on policy 
proposals

• Understand practical impact before 
implementing policies

• Stay within self-defined 
governance boundaries

Key Principle: Guide at a distance while 
allowing those “on the scene where the action 
occurs” to make operational decisions



Research-Based 
Foundation

Growing Body of Research
A significant and growing body of 

research shows the harm to 
student learning that can result 

from: 

- Mismanagement of board 
governance processes

- Inability of the board to respond to 
dysfunctional behaviors



Research-Based 
Foundation

Research 
Findings:

• Direct Link: Governance and 
boardsmanship characteristics are 

linked to student outcomes
• Measurable Impact: Effects 
reflected in measurable student 

test scores
• Positive Behaviors: Research 

identifies board behaviors that 
should be encouraged

• Negative Behaviors: Research 
identifies behaviors that should be 

avoided

Bottom Line:
Board behavior directly impacts 

student achievement – both 
positively and negatively



Welcome to Reality



Four Realities

You become a board member as an individual 
but serve as a member of a team.

You do not have the authority as an individual 
to fix the problems you believe need to be fixed.

The success of a board member is inextricably 
tied to the success of the superintendent.

The success of the superintendent is 
inextricably tied to the success of the board.







F R A M I N G

Two Instruments, Two Jobs
Two different instruments doing two different jobs.

OSBA Balanced 
Governance Standards

Research based effectiveness 
standards, 12 in all.

The board self-assesses and 
sets PD goals.

Shows who rated at what levels 
and where to improve.

Board Operating 
Agreements

A locally adopted behavioral 
covenant.

Commitments about conduct, 
roles, and communication.

Output is adherence. Did we do 
it or not.



T H E  D I S T I N C T I O N

Performance and Promises

Performance

The OSBA results tell us 
whether we are effective.

Are we effective?

Promises

The operating agreements tell 
us whether we are acting as we 
agreed.

Are we acting as agreed?

One asks how well the board is performing. The other asks whether 
we are keeping our promises to each other.



Board 
Operating 

Agreements
Self 

Assessment





Living Our Board
Operating Agreements

Beaverton School District Governance Team Retreat
A traffic light self-assessment



THE ACTIVITY

How We Will Work

01

Code Alone
Each of us codes 
every agreement 
privately. No 
discussion, no 
signaling.

02

See the Picture
We post the counts 
and look at where 
we agree and where 
we split.

03

Work It and 
Commit
We work the two 
lines that cost us 
most, then commit 
with names and 
dates.

Silence first, then data, then the conversation.



THE CODES

How We Code Each Line

G

GREEN
We live this 
consistently. No 
change needed.

Y

YELLOW
We honor it on good 
days and drift on 
hard ones.

R

RED
Not working. This is 
costing us 
something. Needs 
attention.

Code what is true today, not what we intend.





PART ONE

Code Every Line

Your Words
Every line is the agreement as 
adopted on November 4. Nothing 
reworded.

What You Have Seen
Code the real meetings, not what 
you intend.

No Wrong Codes
Do not code what you think the 
group will code. A lone red 
matters.

Four Sections
Code all 4 Sections line by line. 

Fifteen minutes. Work alone, no talking, no comparing.



PART TWO

One Protocol, Every Time

What Is Happening
Describe the pattern without 
blame. What would a camera 
have recorded?

Why It Matters
Name the impact on our 
relationships, on staff, and on the 
public.

What We Need Instead
Name the behavior we want in its 
place, specific enough to notice.

Who Does What
The board's part, the chair's part, 
and the superintendent's part.

Behavior, not people. One issue at a time.



PART THREE

What We Commit To

01

What Changes
What we do 
differently starting 
at the next board 
meeting, in plain 
behavior.

02

How We Know
The visible signal 
that tells us in 90 
days whether it 
took hold.

03

Who Owns It
One person carries 
the reminder. One 
date on the 
calendar to review 
it.

Three commitments at most, each with a name on it.



The agreements are not
the work. Living them is.



D I S C U S S I O N

One Question for the Team

Which OSBA standards would require us to add 
something to these agreements, and which are already 

covered and simply not being lived?

Not yet covered

The standard asks for 
something our agreements do 
not speak to. The fix is new 
language.

Covered but not lived

The agreement already says it 
and we are not doing it. The fix 
is behavior, not wording.





Board/Superintendent 
communication plan



Board and Superintendent 
Communication 

Agreements

How 
Often

What 
/ Why

How In developing a 
governance team 

communication 
agreement, you 

need to agree on 
what/why, how, 
and how often 

you will 
communicate.



Inform 
board 

members 
of what is 

happening 
in advance

Stimulate 
discussion 

on ideas 
you or they 

are 
interested 

in or 
considering

Get 
feedback 

on 
happenings 

or ideas

What / Whys - Purposes



Depends on the issue, timing, desired outcome, etc.

How to Communicate

Call

Text

Email

Group Memo



❏Weekly contact is needed at 
a minimum

❏Regular/consistent 
communication and when 
emergencies happen: over-
communicate 

How often to communicate



Around the clock service?



Should board members 
contact staff?

Should staff contact board 
members?

Staff 60-minute rule

Board & Staff Communication Practices/Rules

Concerns or Issues
1. 1 on 1 discussion
2. Include the board chair
3. Include the entire board



Requests For Information
15 Minute Rule?

How information 
requests from the 

board will be 
handled?

Requests for 
significant data or 

reports made to the 
superintendent will 

be reviewed to 
determine the 

amount of work 
needed

If too time-
consuming, ask at a 
board meeting if the 

board as a body 
wants staff to 

complete





Communications Protocols

The complete Board packet, including backup materials and copies 
of presentations to be made, will be published on Thursday the 
week before the Tuesday Board meeting.

After the packet has been shared, but before the Board meeting, 
the Superintendent will be available for Board members, to clarify 
recommendations and answer any questions.

Board members agree to ask questions ahead of time so that the 
Board meeting time can be used for Board discussion, deliberation 
and decision making, without surprises.

Questions or concerns raised by community members at Board 
meetings may be addressed by staff and reported to the Board in a 
weekly Board Report.



Parent/Constituent Concerns

Parent - 
Constituent

1st Level

Teacher

95% of 
issues are 
resolved 
at this 
step

2nd Level

Principal

4.9% of 
issues are 
resolved 
at this 
step

3rd Level

Superintendent

0.0999% 
of issues 
are 
resolved 
at this 
level

4th Level

School Board

0.0001% of 
issues are 
resolved at 
this level

5th Level







Brainstorm any 
high priorities or 
concerns of the 

governance team. 

Help the 
governance team 
know where the 

“hot buttons” are, 
rather than create 

a laundry list of 
“to-dos”.

Governance Team Priorities









AHAs:  Something you learned during 
today’s session

AFFIRMATIONS: Something you heard 
that affirmed actions you have taken or 
work you are doing

Please share!
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