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TFFBCTIVE GOVTRNANCE

Unity of Purpose, Roles, Responsibilities, Norms and Protocols

These utorkshop notes reflect the gouernance team's work on the creation
of a framework for effectiue gouerrLance. This process inuolues ongoíng
dlscussions qnd agreements a.bout unitg of purpose, roles, norms and
protocols that ena.ble the gouerrLance team to continue to perþrm its
responsibilities in a wag thot best benefits oII children.
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UNITY OF PURPOSE

V/e Value and Believe that:

All students have a right to equal educational opportunities in order
to lead successful lives.
All children can learn to their fullest potential.

UNITY OF PURPOSE

o

a

What V/e Hope to Accomplish:

Every decision will be in the best interest of children, and we work as a
Governance Team.

We will create an atmosphere of trust and foster the belief among our
Stakeholders that we are doing what is best for all students.

a

a
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An Effective Trustee:

The Board determined that the following characteristic describe an
Effective Trustee:

o BEING MINDFUL:
. Being aware of the big picture and knowing the details regarding

each department
. Having a balanced approach to issues - Listening to all sides

equally.
. Being open-minded in regards to change:

a. During deliberations
b. After a decision is made (if new information comes to light.)

. Being aware of how our actions affect others

. Knowledge is power

BEING PREPARED:
¡ Doing our homework!

a. Reading all information
b. Touring- sites, food services, transportation, etc.
c. Asking questions
d. Doing the research necessary to understand issues

. Ensuring that policies are up-to-date

. Participating in trainings and workshops

. Reading updates

. Understanding the history of the district

o MAINTAINING CONFIDENTIALITY:
. Ensuring that nothing confidential leaves closed session.
. Being careful of everything one says.
. Realizing that "Confidential" means - ttTelling No One!"
' Understanding that confidentiality is essential for building trust. Being aware that breaking confidentiality has legal and financial

ramifications; confidentiality is a necessity!

BEING FOCUSED:
' Ensuring that the district's vision is at the root of all decisions.
' Making assertive and intentional decisions Refraining from

passivity
' Giving the district's issues and agenda items their due attention.. Always Focusing on the Children!

MAINTAINING AN APPROPRIATE MANNER:
. Being aware of our behavior and body language
. Being aware of how things are displayed to others. Being aware of why we behave in different ways. Do we change when we need to?
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BEING COMMITTED:
. To planning - (Knowing what is needed and who is involved?)
. Staying the course for as long as it takes; not letting something

falling into the weeds.
. Providing the needed next steps for the students.
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Vision
"Innovative Education, Unparalleled Results"

Mission Statement
To provide an inclusive, challenging and innovative education in a
safe, positive and rigorous learning environment with dynamic and
responsive staff, who encouraged unparalleled results for students.
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DISTRICT GOALS AND SUCCESS INDICATORS

Goal 1: The Eastside Union School District will increase student achievement,
especially in English Language Arts (ELA) and Mathematics.
Success Indicators

o California School Dashboard (ELA, Math, EL Progress)
o District Benchmark Assessments
. EnglishLearnerReclassification

Goal 2: The Eastside Union School District will promote increased involvement
of families.
Success Indicators

o Parent Surveys
o Parent Training Opportunities

Goal 3: The Eastside Union School District will develop a system of support
designed to enhance students'opportunities to learn.
Success Indicators

. California School Dashboard (Chronic Absenteeism, Suspension Rate)
o Student Surveys
o Attendance Rates

Goal 4: The Eastside Union School District will provide an exemplary work
force and facilities for staff and students.
Success Indicators

. California School Dashboard (ELA, Math, EL Progress)
o District Benchmark Assessments
. English LearnerReclassification
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GAINING CLARITY ON ROLES AND RESPONSIBILITIES

The Role of the Board and Superintendent - CSBA:
School board "trusteesu ate the representatives of the people, elected to ensure
that the district schools educate the children in consideration of the interests of
the local community. The role of the School Board is to govern the school district.

The superintendent is hired by the school board to provide the professional
expertise in the day-to-day operations of the district. The role of the
Superintendent is:

1. To work with the school board to develop an effective governance
leadership team.

2. To serve as the chief administrative officer for the school district.

Performing Board Responsibilities - CSBA:

We Set the Direction for the Community's Schools by:
o Focusing on student learning.
¡ AsSessing district needs.
. Generating, reviewing and revising setting direction documents:

(beliefs, vision, priorities, strategic goals, success indicators)
. Ensuring an appropriate inclusive process is used to develop these

documents.
. Ensuring that these documents are the driving force for all district

efforts.

We Establish effective and efficient Structure for the school district by:
o Employing the superintendent.
o Setting policy for hiring of other personnel.
o Setting policies.
. Setting direction for and adopting the curriculum.
. Establishing budget priorities and adopting the budget.
. Overseeing facilities issues.
. Providing direction for and voting to accept collective bargaining

agreements.

We Provide Support through our behavior and actions by:
o Acting with a professional demeanor that models the district's beliefs

and vision.
. Making decisions and providing resources that support mutually agreed

upon priorities and goals.
o Upholding board approved district policies.
o Ensuring a positive personnel climate exists.
. Being knowledgeable about district efforts and able to explain them to

the public.
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We Ensure AccountabilitJ¡ to the Public by:
o Evaluating the superintendent
o Monitoring, reviewing and revising policies
o Serving as a judicial and appeals body
o Monitoring student achievement and program effectiveness and

requiring program changes as indicated
o Monitoring and adjusting district finances
o Reviewing facilities issues
o Monitoring the collective bargaining process

We Act as Communitlr Leaders by:
. Speaking with a common voice about district priorities, goals and

issues.
o Engaging and involving the community in district schools and activities.
o Communicating clear information about policies, programs and fiscal

conditions of the district.
o Educating the community and the media about issues facing the district

and public education.
o Advocating for children, district programs and public education to the

general public, community, and local, state and national leaders.

What the Board needs from the Superintendent:

The superintendent will support trustees in fulfilling their responsibilities by
communicating effectively:

. Having two Board Meetings per month - as needed.
o By keeping the Board informed. If one Board Member asks a

question, the response should go out to everyone.
o Providing updates on District issues in weekly packets.
o Including pros and cons, as well as, recommendations on agenda

items to help us think through issues.
o Meeting individually with Board Members on a regular basis.

Itrlhat the Superintendent needs from the Board:

The trustees can support the superintendent in fulfilling his responsibilities
by doing the following:

o Keeping the communication link open in order to best serve the
students, staff, parents, and community.

. Appreciate and recognize accomplishments while focusing on
continuous improvement.
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IVhat the Board Members need from each other:
The trustees can support each other in fulfilling their responsibilities by
doing the following:

o Talking about policies when we receive them and acting promptly.
o Asking a colleague procedural questions.
o Getting comfortable with respectful conflict when making decisions.
o Giving each other time to process.
o V/orking for understanding.
o Remembering that our hearts are in the right place.
. Being patient with each other and ourselves.
o Respecting each other by holding discussions, not working behind the

scenes.
o Communicating with each other in a manner to avoid surprises.
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Eastside Union School District Governance Team

AGREEMENTS TO FACILITATE GOVERNANCE LEADERSHIP

Governance Team Norms and Protocols:
The Board of Education for the Eastside Union School District is entrusted by
the community to uphold the Constitutions of California and the United States,
to protect the public's interest in schools, and to ensure that a high quality
education is provided to each student.

To effectively meet district challenges, the Board and Superintendent must
function together as a governance leadership team. Agreed upon behaviors or
norms, and operating procedures or protocols, support consistent behavior and
actions among team members. The purpose of the Eastside Union School District
governance team agreements is to ensure a positive and productive working
relationship among board members, the superintendent, district staff, students,
and the community. Norms and protocols are developed for and by the members
of the governance team, and may be modified over time as needed.

Our Agreements to Facilitate Governance Leadership:

Norms

The following Norms are a set of commitments created by the Governance Team
to guide behaviors and maxirnize opportunities for success for formal gatherings.

o We will have solution-based conversations that move towards an
established goal, and we will consider alternative perspectives before
making important decisions.

o We will focus on others' assets and capabilities and offer alternative
perspectives in a calm, positive, and professional manner in regards to the
work and not the person.

o We will actively listen to understand and contribute by being attentive and
open-minded.

o We will each be responsible for the success of the meeting, participate
equally, address concerns and support majority decisions.
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Protocols
STRUCTURE AND PROCESS

Effective governance teams discuss and agree upon the formal structures and
processes, or protocols, used by the board and superintendent in their
functioning as a team. These structures and processes guide the operation of
the governance team and determine how they do business. Protocols are the
agreements that ensure that all members of the team are operating within their
agreed upon roles.

The following protocols were developed at our Governance Workshops

Protocols to Facilitate Governance Leadership:

Site Visits

Prínciples: We believe that site visits are important; they provide Board members
with the opportunity to see the good things that are happening in our schools
and help stay informed.

V/hen visiting schools, we need to remember the following:
o Remember that $¡e are always a Board Member.
o Principals need to know that we are coming so that we do not catch people

off-guard, which can create a sense of mistrust. Notification is respectful
to staff and allows Board Members the quality time at the sites that they
deserve.

o We need to be respectful to staff.
o We believe that visits should not be disruptive to school staff.
o Remember that what you see is a snapshot.

Protocols:
o We will contact the Superintendent except when attending special events

by invitation.
o The Superintendent or designee will then notify the principal.
o Scheduling then takes place.
o Board Members will sign-in at the office upon arriving at the school.

The principal is responsible for the visit.
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Bringing Up New ldeas or Agenda ltems

Principles: board members and the public should have the opportunity to bring
up new ideas or subjects of interest for future Board meeting agendas and must
understand the process in order to do so. Creating a clearly defined process
develops consistency, maintains trust, and provides a process to think through
issues that might have merit. Staff focus, ener5/, and time, as well as other
district resources must be focused on achieving the agreed upon district vision,
goals, and objectives and should not be diluted by new projects. We must honor
the intent of the Brown Act and provide opportunities for members of the staff
and the public to inform and hear Board deliberations on all agenda items if they
choose to do so.

Protocols:
A Board member's first step may be to discuss the new topic or idea with
the Board President and the Superintendent.

Individual Board members may bring up a new idea or request a future
agenda item by explanation during "Items for Future Board Meetings". ---
The Board President will ask the Superintendent for any comments on the
item. ---If there are at least two Board members who wish to place the item
on the agenda, it shall be placed on a future agenda in a timely manner.
All new ideas or agenda item topics will be weighed against their effect on
staffs ability to accomplish the district vision and goals.

When a member of the public speaking at a Board meeting asks that a
topic be agendized, the President shall first determine whether the item is
within the purview of the Board. If it is, the President shall ask the Board
whether anyone wants to sponsor that item. If the item is sponsored and
seconded, it shall be added to a future Board meeting agenda.

If no one on the Board is willing to sponsor a topic request by a member
of the public, the President shall ask the member of the public to contact
the President or Superintendent formally requesting that the item be
added to the agenda. Written clarification may be requested.

Upon receiving any request to agendíze an item, the Board President shall
consider the item and decide whether to agendize it in accordance with
Board bylaws. The president shall respond to the correspondent with the
decision and, if the item is to be agendized, with the date on which it will
be on the agenda.

a

a

a
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Handling Concerns/Complaints from the Public and Staff

Princíples: Board members should be responsive to the community and be good
listeners. It's important for members of the governance team to be consistent in
their responses to staff and the community. Board members need to stay within
their function and not attempt to personally "fix" the problem. There are staff
members whose job it is to remedy or deal with student and staff situations.
Students and staff members have due process and confidentiality rights that
cannot be violated. Keep in mind that the School Board is potentially the "Court
of Last Resort" and members who have been too involved early in a situation may
not be able to participate in a final hearing.

Protocols:
o V/hen someone expresses a complaint or concern in private to a member

of the Board, the member should listen politely and ask clarifying
questions as appropriate, remembering that the member of the Board is
hearing only one side of the story.

o Then, depending on the severity and nature of the complaint, the member
should either refer the individual to the appropriate staff member, such as
a teacher or principal, or ask for permission to share the complaint with
the Superintendent.

. If no permission is given, the member should suggest that the individual
talk with the Superintendent and not share the information. If permission
is given, the member should communicate with the Superintendent the
conversation s/he had with the individual.

o The Member should make sure the complainant understands the
appropriate order of whom to contact (teacher, then principal, then district
staff) and is aware of any formal forms or policies that might assist them
(e.9., the uniform complaint form on the website).

o The Member should clarify that one Board member has no individual
authority to fix a problem.

¡ As a representative of the public, it is important that the Board member
invite the person with the complaint to get back to him/her if the issue is
not resolved.

o If through conversation a Board member becomes aware of issues of
concern to members of the community or staff, the Board member should
request to talk to the Superintendent or should contact the
Superintendent to explain the issue. Unless the individuals who raised the
issue have given their permission to do so, the Board member should not
include their names when reporting the conversation to the
Superintendent.
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Agenda Questions Asked Before a Board Meeting

Principles: Staff members'time and expertise should be treated with respect by
Board members. Prior to a public Board meeting, if a Board member has
questions of clarification or requests for more information about an agenda item,
the Board member should let the staff member know ahead of time so as not to
surprise them and to allow them to prepare their response for the public meeting.

Protocols:
A Board member should read all the information in the agenda packet of
a meeting ahead of time.

If the Board member has questions of clarifîcation or requests for
information, the member should first email the question to the
Superintendent, copying the President, so that the Superintendent can
channel the information to the appropriate staff member.

The Superintendent should then share the requested information with all
Board members.

To avoid potential violations of the Brown Act, the staff member providing
the information should repeat the question only if necessary for context,
and if so, should paraphrase the question so that the source is not evident.
In addition, any comments from the Board member should be edited out
and not included with the response.

o

a

o
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Requests for Information

Prínciples; Board Members should be sensitive to the workload of the staff and
as to whether their requests are necessary for effective decision making and to
further the goals of the district. Staff should communicate effectively with Board
members to clarify the urgency and nature of the Board member's request.

Protocols:
o Board members will be mindful of the workload of staff and will self-

monitor requests to ensure that one member's request will not divert an
inappropriate amount of time from staff efforts to achieve district goals.

. Board members should always direct requests to the Superintendent and
ask other staff members for information only if directed to do so by the
Superintendent.

o If the Superintendent feels a request is unreasonable or too time
consuming, the Superintendent should bring the issue up with the
president.

. The president should talk with the Board member to resolve the issue.

o If no resolution can be found (or if the person making the request is the
president), then the Board member should request that the question be
agendized using the procedure described in "Bringing Up New Ideas or
Agenda Items", in this handbook.

o If the majority of the Board agrees that staff should take the time necessary
to answer the question, they can direct the Superintendent to do so.

o Answers to information requests will be distributed to all trustees.

o When Board members request information that is not readily available,
the Superintendent andlor staff will provide a time frame for when to
expect an answer.
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Self-Monitoring of Governance Team Effectiveness

Principles: The governance team should be committed to increasing its
effectiveness. In addition, the process of self-monitoring should help raise
community awareness about the role of the School Board in the district and the
community.

o Annually, the Board will conduct a self-evaluation survey such as that
published by the California School Boards Association.

o Annually, the Board will review the Governance Handbook.

o Annually, the Board will conduct a survey of management to solicit any
feedback they have to the Board with regard to the norms and protocols
outlined in the Governance Handbook.
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We have reviewed and agree to follow the aforementioned governance team
norms and protocols in order to support a positive and productive working
relationship among the Eastside Union School District Board of Education,
Superintendent, staff, students and the community.

We shq.ll renew thís øgreement øt eøch Annuq.l
Orgønízøtíonal Meetíng of the Boqrd of Educøtíon,

Affirmed on this 6th day of March,2019

N. Tho son h "Joe" Pincetich
oard President Vice President

ts*
Julie A. Bookman
Clerk

borah L. S

Trustee

Pegry
Trustee

Josh
perln t

ter

I
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