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EFFECTIVE GOVERNANCE  

There are three dimensions to the effective governance of any organization:  (1) the actions of an 

individual, (2) a group coming together to govern, and (3) the performance of governance 

responsibilities by the group. 

 

In a school district, the board and superintendent work together as a governance team. For a 

governance team to work together effectively, members need to (1) Maintain a unity  

of purpose, (2) Agree on and govern within appropriate roles, (3) Create and sustain a positive 

governance culture, and (4) Create a supportive structure for effective governance. 
 

Effective governance tenets encompass the basic characteristics and behaviors that enable 

governance team members to effectively create a climate for excellence in a school district and 

maintain the focus on improved student learning and achievement.  

Governance – A Definition 

School district governance is the act of transforming the needs, wishes, and desires of the community 

into policies that direct the community’s schools. 
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UNITY OF PURPOSE  

Unity of Purpose is a common focus based on the overarching goals as well as the values and beliefs 

that governance team members share about children, the district, and public education. This focus 

helps them transcend their individual differences to fulfill a greater purpose.  

 

OUR DISTRICT’S CORE MISSION, BELIEFS, PARAMETERS 

 

Mission Statement 

The Carmel Unified School District community produces lifelong learners who are prepared for the challenges 

of higher education, the workplace, and their role as citizens of an ever-changing global community.  

 

We believe … 

 in lifelong learning;  

 high standards are essential for achieving excellence; everyone deserves the opportunity to develop 

his/her potential;  

 all people have the right to be safe;  

 the family is the most important element in the growth and development of an individual;  

 it takes a whole community to educate a child;  

 we have responsibility for the environment;  

 everyone deserves respect;  

 one person can make a difference;  

 every individual can achieve personal excellence;  

 we are responsible for our actions;  

 growth of body, mind, and spirit are equally important and interrelated;  

 in the importance of moral values and ethical standards;  

 positive self-esteem is essential;  

 living by example is the best expression of one's beliefs;  

 in the importance of creativity and innovation;  

 it is every employee's responsibility to support each student’s success  

Parameters: 

 Lack of funding will not be the sole deterrent to exploring a new program. 

 No new programs will be instituted:  

 unless they include adequate staff development, articulation, and materials; 

 unless they clearly support the district’s mission as described in the strategic plan; 

 without consideration of the long-term fiscal implications. 

 No new technology will be purchased for the district that does not fit with its technology master 

plan. 

 No student will be denied access to educational programs which would be within their capabilities, 

due to limited English speaking ability, specific learning disability, or physical disability. 

 Nothing will take precedence over the pre-kindergarten through twelfth grade education program. 

 We will not tolerate the use of drugs, including alcohol, by our students. 

 We will ensure the safety of all students. 
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OUR GOVERNANCE TEAM’S UNITY OF PURPOSE 

 

As defined in Board Bylaw 9005, Governance Standards, we agree to –  

 

 Keep the district focused on learning and achievement for all students 

 Communicate a common vision 

 Operate openly, with trust and integrity 

 Govern in a dignified and professional manner, treating everyone with civility and respect 

 Govern within Board-adopted policies and procedures 

 Take collective responsibility for the Board's performance 

 Periodically evaluate the Board’s effectiveness 

 Ensure opportunities for the diverse range of views in the community to inform Board 

deliberations 

 Encourage new Board members to attend governance training sponsored by the California 

School Boards Association (CSBA) and/or the Monterey County Office of Education 

(MCOE) within the first year of being seated on the Board. 
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GOVERNANCE ROLE AND RESPONSIBILITIES  

Citizen oversight of local government is the cornerstone of democracy in the United States. The role 

of the Trustees who sit on locally elected school boards is to ensure school districts are responsive 

to the values, beliefs, and priorities of their communities. Boards fulfill this role by performing four 

major responsibilities. These are setting a direction for the district; establishing an effective and 

efficient structure by adopting policies; ensuring accountability; and acting as community leaders 

and advocates for children, the school district, and public schools. 
 

These four responsibilities represent core functions that are so fundamental to a school system’s 

accountability to the public that they can only be performed by an elected governing body. Authority 

is granted to the board as a whole, not each member individually. Therefore, board members fulfill 

these responsibilities by working together as a governance team with the superintendent to make 

decisions that will best serve all the students in the community.  

 

As defined by Board Bylaw 9000, Role of the Board, the board carries out these responsibilities 

by: 

 Involving the community, parents/guardians, students, and staff in developing a common vision 

for the district focused on learning and achievement and responsive to the needs of all students 

 Adopting, evaluating, and updating policies consistent with the law and the district's vision and 

goals 

 Maintaining accountability for student learning by adopting the district curriculum and 

monitoring student progress 

 Hiring and supporting the Superintendent so that the vision, goals, and policies of the district can 

be implemented 

 Conducting regular and timely evaluations of the Superintendent based on the vision, goals, 

and performance of the district, and ensuring that the Superintendent holds district personnel 

accountable 

 Adopting a fiscally responsible budget based on the district's vision and goals, and regularly 

monitoring the fiscal health of the district 

 Ensuring that a safe and appropriate educational environment is provided to all students 

 Establishing a framework for the district's collective bargaining process and adopting responsible 

agreements 

 Providing community leadership on educational issues, and advocating on behalf of students and 

public education at the local, state, and federal levels 

 Convening as a judicial and appeals body and serving as the final decision-maker in 

accordance with law, Board policies, and negotiated agreement 

 

The superintendent assists the board in carrying out its responsibilities in each of the job areas, and 

leads the staff toward the accomplishment of the agreed upon district vision and goals. The following 

page provides more detail on how the board performs its governance responsibilities in each job 

area. It’s important to remember that boards which inadvertently get involved in staff functions 

undercut their ability to hold the superintendent accountable for the results of those efforts.    
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PERFORMING GOVERNANCE RESPONSIBILITIES  

We agree with the responsibilities of school boards as described below by the California School 

Boards Association: 

Set the direction for the community’s schools 

Focus on student learning 

Assess needs/ obtain baseline data 

Generate, review, or revise direction setting documents (beliefs, vision, priorities, strategic goals, success 

indicators) 

Ensure an appropriate inclusive process is used 

Ensure these documents are the driving force for all district efforts 

Establish an effective and efficient structure for the school district 

Employ and support the superintendent 

Establish a human resources framework that includes policies for hiring and evaluating other personnel 

Oversee the development of and adopt policies 

Set a direction for and adopt the curriculum and require data-producing assessment systems 

Establish budget priorities, adopt the budget, and oversee facilities issues 

Provide direction for and vote to accept collective bargaining agreements 

Provide support through our behavior and actions 

Act with professional demeanor that models the district’s beliefs and vision 

Make decisions and provide resources that support mutually agreed upon priorities and goals 

Uphold board-approved district policies and support staff implementation of board direction 

Ensure a positive working climate exists  

Be knowledgeable enough about district efforts to explain them to the public  

Ensure accountability to the public 

Evaluate the superintendent  

Monitor, review, and revise policies 

Serve as a judicial and appeals body 

Monitor student achievement and program effectiveness and require program changes as indicated 

Monitor and adjust district finances and periodically review facilities issues 

Monitor the collective bargaining process 

Act as community leaders 

Speak with a common voice about district priorities, goals, and issues  

Engage and involve the community in district schools and activities 

Communicate clear information about policies, programs, and fiscal condition of the district 

Educate the community and the media about the issues facing students, the district, and public education 

Advocate for children, district programs, and public education to the general public, key community 

members, and local, state, and national leaders 
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AGREEMENTS TO FACILITATE GOVERNANCE LEADERSHIP  

Governance Team Norms and Protocols: 

The Board of Education for the Carmel Unified School District is entrusted by the community to uphold the 

Constitutions of California and the United States, to protect the public interest in schools, and to ensure 

that a high quality education is provided to each student. 

The Board and Superintendent must function together as a governance leadership team in order to 

effectively meet district challenges. Agreed upon behaviors, or norms, and operating procedures, or 

protocols, support consistent behaviors and actions among team members. The purpose of the Carmel 

Unified 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. The 

following norms and protocols were developed for and by the members of the governance team, and may be 

modified over time as needed. 

 

We have reviewed and agreed to the following governance team norms and protocols in order to 

support a positive and productive working relationship among the Carmel Unified School District 

Board of Education, staff, students and the community.  We shall review and revise or reaffirm, as 

appropriate these agreements at our annual governance workshop. 

 

 Affirmed by: 

 

Board of Education Members 

John Ellison 

Karl Pallastrini 

Rita Patel 

Mark Stilwell 

Annette Yee Steck 

Superintendent 

Barbara Dill-Varga, Ed.D, Superintendent 
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POSITIVE GOVERNANCE TEAM CULTURE  

Culture is the positive or negative atmosphere created by the way people in an organization treat 

each other. Teams have unwritten (implicit) or written (explicit) agreements about how they will 

behave with each other and others. These behavioral ground rules, often called norms, enable teams 

to build and maintain a positive culture or shift a negative one.  

 

Because the community elects school board members to set and monitor the direction of the school 

district, and the district superintendent translates all direction into action, it is vital that the board 

and superintendent have a respectful and productive working relationship based on trust and open 

communications. 

 

 

OUR GOVERNANCE NORMS 

 

As defined in Board Bylaw 9005, Governance Standards, we agree to –  

 

 Keep learning and achievement for all students as the primary focus 

 

 Value, support, and advocate for public education 

 

 Recognize and respect differences of perspective and style on the Board and among staff, 

students, parents, and the community 

 

 Act with dignity, and understand the implications of demeanor and behavior 

 

 Keep confidential matters confidential 

 

 Participate in professional development and commit the time and energy necessary to be an 

informed and effective leader 

 

 Understand the distinctions between Board and staff roles, and refrain from performing 

management functions that are the responsibility of the Superintendent and staff 

 

 Understand that authority rests with the Board as a whole and not with individuals 
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STRUCTURES AND PROCESSES TO SUPPORT                       

EFFECTIVE GOVERNANCE  

Effective governance teams discuss and agree on the formal structures and processes used by the 

Trustees and the superintendent in their functioning as a team (e.g., processes or structures for 

agenda setting, set-up of board room and table, agenda structure, handling complaints or concerns 

from the community, bringing up a new idea); how governance teams operate; and how they do 

business. These agreements about how groups will operate are often call protocols.  

 

 

 

 

 

 

 

STRUCTURES AND PROCESSES TO SUPPORT EFFECTIVE 

GOVERNANCE—OUR PROTOCOLS 

The following protocols were developed to support and promote the effectiveness of our governance 

team.    

 

Issue  Protocol  AC Protocol 

Self-monitoring of 

governance team 

effectiveness 

 We will schedule workshops every 

January to review governance team 

agreements and processes. 

 If a Trustee has concerns about another 

Trustee’s failure to follow these Board 

protocols, that Trustee should bring 

their concerns to the Board President, 

or if the concerns are about the Board 

President, to the Clerk of  

the Board.  The Board President or 

Clerk should inform or consult with the 

Superintendent. 

 AC will reflect on its own preparation for and 

interaction at Board meetings with Board 

members. 

 AC will reflect upon the quality of our 

presentations and our ability to anticipate 

answers to Board questions. 

 

 AC  will reflect upon any individual 

interactions we have had with Board 

members, providing the Superintendent with 

any feedback for the Board and seeking 

feedback from the Board on our own 

protocols as we work to improve. 
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Issue  Protocol  AC Protocol 

Voting no  Each Trustee respects the right of other 

Trustees to vote “no” on an issue.  

 But everyone agrees it is a courtesy to 

the team to explain the reasons for the 

“no” vote either during deliberation or 

before casting the vote. 

 If a Trustee has concerns about a 

recommended action in advance of a 

board meeting, the Trustee will 

communicate those concerns to the 

Superintendent prior to the meeting.  

 

How will we act when vote of “no” occur on 

issues we are supporting? 

 AC will seek out concerns of the Board on 

controversial issues through the 

Superintendent. 

 AC will not make any public negative 

comments. 

 

 

Issue  Protocol  AC Protocol 

Visiting schools  A working knowledge of the district’s 

schools is encouraged.  

 As a professional courtesy, Trustees 

will call the principal ahead of time to 

arrange the visit and will clarify the 

role they will be assuming for that 

contact (i.e. Board Member or parent).  

If they are visiting “as a Board 

Member,” then the visit should be set 

up through the Superintendent’s 

Office.  

 Trustees will also be cautious about 

encroaching on the learning 

environment. To assist in this matter, 

the superintendent will ensure 

principals and teachers know that a 

teacher does not need to interrupt his 

or her lesson when a board member 

visits a classroom. 

 Trustees will notify the Superintendent 

of any substantive discussion with 

district staff about district policy, 

procedures, or other matters, except for 

matters related to a Trustee’s own 

child or when the staff person has 

requested confidentiality. 

 

What will a principal do when this request is 

made?  

 AC or principal will ask how the Trustee 

can best be supported in this visit and will 

work toward that outcome. They will ask 

Trustee: “Are you here as a parent or as a 

board member?” 

 

What will a principal do when no request was 

made in advance? 

 AC will help faculty/staff maintain 

engagement with trustee as a “parent.” 

 

What will the superintendent do when given this 

information? 

 Supt. will share best practices on visits to 

schools with both AC and board members 

as we work together. 
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Issue  Protocol  AC Protocol 

Handling concerns 

from the public and 

staff 

 

 When someone complains to us, we 

will listen carefully, remembering we 

are only hearing one side of the story, 

then we will direct that person to the 

person in the district most appropriate 

and able to help them resolve their 

concern.  

 We will make sure they understand the 

appropriate order of whom to contact 

(teacher, then principal, then 

superintendent or her designee) and are 

aware of any formal forms or policies 

that might assist them (e.g., written 

complaint form).  

 Adherence to the above protocol will 

ensure everyone is treated fairly, 

equally, and expeditiously and that the 

processes and procedures of the district 

are upheld.  

 We will also 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 

ultimately get back to him if the issue 

is not resolved. 

 When appropriate, the Trustees will 

request that a member of the public 

address the concern in writing to all 

Trustees, so that all will have equal 

information.  

What will we do when we have heard of a 

complaint from a Board member? 

 

 AC will seek contact information from 

Board member or Superintendent and will 

seek to support the resolution of  the issue 

at the lowest level of involvement. 

 AC will share Board member raised issue 

or concern with Superintendent to ensure 

there are no surprises for the 

Superintendent. 

 

What will we do when hear a concern? 

 

 AC will relay the concern to the 

Superintendent addressing: 

o What the complaint is 

o What is happening relative to it 

 AC will seek to gain and share the most 

accurate information to obtain clarity for 

all on the situation. 

 AC will keep an open mind to address 

expressed concerns. 

 Superintendent will direct the Trustee and 

person raising the concern to 

the  administrator ( at the lowest level, for 

ex. site ). 

 Superintendent should ensure that final 

resolution is communicated to all involved 

or concerned. 
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Issue  Protocol  AC Protocol 

Individual board 

member requests for 

action 

 The only authority to direct action rests 

with the full board sitting at the board 

table.  

 A majority vote sets such direction.  

 Individuals may request action by 

bringing up a new idea, explaining their 

interest in a particular course of action, 

and working to get a board majority to 

support moving in that direction. 

 When a majority of the board, sitting in 

a formal meeting, requests action, it 

should be done in the context of the 

 

 

 

 

 

 

 

 

 

 

What will AC do in regards to an item requested to 

be placed on the agenda?   

 

Issue  Protocol  AC Protocol 

Individual board 

member requests for 

information 

 When an individual board member 

requests information, it will be provided 

to all board members.  

 An individual board member will – 

insofar as possible – work to let the 

superintendent and staff know ahead of 

time when a request for information will 

be made in public so the staff can be 

prepared to provide a thorough answer. 

What will we do when an individual board 

member requests information? 

 

 AC will supply information for low level 

requests directly to the Board member ( 

e.g. logistics on events, etc.) 

 

 AC will inform Superintendent of other 

requested information so Superintendent 

can organize and distribute answers to all 

Board members in a timely fashion. 

(Especially true for issues related to 

finances, contracts, and legal issues.) 

 

 AC will make sure that the question is 

cited so accurate question is conveyed to 

the Superintendent. 

 

 Superintendent will work with AC as 

needed to provide context for request, if 

necessary.  

 

 Superintendent will work to keep admin 

informed of current issues/topics they 

need to know and are able to know 

relative to context. 

 

 All need to provide Superintendent with 

information so the outward 

communication can be organized 

accurately and professionally  for either 

the Board or the public or the press. 
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intended results, not the methods used 

to achieve those results. 

 When possible, Trustees will notify the 

Board President in advance of items 

they intend to request be placed on a 

future agenda. 

 If this request for information 

necessitates it to be a Board agenda 

item, the Trustee(s) will put the request 

in writing per Board Bylaw (BB) 9322. 

 The Board President or 

Superintendent will communicate the 

decision of the request to the requesting 

Trustee(s).  

 AC will work with the Superintendent to 

provide information when they are 

requested to do so by the Superintendent. 

 

 

 

Issue  Protocol  AC Protocol 

Board meeting 

management 

 We understand that board meetings are 

meetings of the board held in public, 

not open forum town hall meetings.  

 We will keep this understanding in 

mind as we conduct our meetings, 

allowing the public to provide input at 

the time allotted to ensure that multiple 

voices of the community inform board 

deliberations.  

 However, when the board deliberates, 

it will be a time for the board to listen 

and learn from each other, taking the 

public input into consideration, not a 

time to re-engage with the public.  

 We will consistently abide by our 

formal processes relating to this issue 

so that all persons are treated fairly and 

equally. 

 We will review our policies, bylaws, 

and protocols relating to board meeting 

management (e.g., time limits on input 

from members of the public), revising 

or reaffirming them as appropriate. 

 We will abide by time limits set on the 

agenda unless a majority of the Board 

votes to continue the discussion. 

 Upon review of the agenda and back-

up items, we will ask the 

How will we conduct ourselves during public 

board meetings? 

 

 AC will be professional and polite, and 

work with any co-presenters. 

 

 AC will participate if a question is directed 

to them from the Superintendent or Board. 

 

 

 AC should sit, if possible, near the front in 

the audience so they can respond to 

questions more effectively, if addressed. 

They will not be doing unrelated work on 

laptops, but will be attentive. 

 

 AC will assist the Superintendent with 

locating answers to questions from Board 

members that arise prior to the meeting.   
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Superintendent questions regarding 

agenda items before the meeting.  The 

Superintendent will direct questions to 

other administrators as appropriate and 

copy all Trustees on any responses to 

such questions. 

 

 

 

Issue  Protocol  AC Protocol 

Statements during 

public comment that 

are personal attacks 

against a member of  

the staff or the Board 

 The portion of the agenda entitled 

Public Comment will include the 

following statement: 

 

“The Board of Education is committed 

to maintaining a respectful and 

productive environment that fosters a 

culture of civility where staff, the 

community, and the Board feel safe to 

express themselves and are free from 

bullying, harassments, and threats.  

The Board welcomes your comments 

and requests that you express yourself 

accordingly.  Thank you.” 

 

 If, during the public comment portion 

of the meeting, someone makes an 

unnecessarily harsh or spiteful 

statement about an employee or 

member of the Board, the Board 

President will state, in essence: 

 

“The Board places trust in its 

employees/colleagues.  Since this item 

is not on the agenda, we will not 

discuss your comments.  However, 

please do not interpret our silence as 

agreement with your personal 

opinions.” 

 

 

 

 

What will we do when we are unnecessarily 

attacked or criticized? 

 

 

 AC will remain neutral and calm, and if 

called upon, will be prepared to respond in 

a professional manner.  

 

 The Superintendent will follow-up with the 

Board to provide correct information to 

address any comments of this nature.   
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Issue  Protocol  

Maintaining 

confidentiality 
 The Board of Education recognizes and appreciates the importance of maintaining the 

confidentiality of information acquired as part of a Board member’s official duties. 

 Neither the Board nor individual board members shall disclose any information that is 

protected by state or federal law.  Confidential/privileged information shall be released only 

to the extent authorized by law. 

 A Board member shall not disclose confidential information acquired during a closed 

session to a person not entitled to receive such information unless a majority of the Board 

has authorized its disclosure. 

 

 

 

 

Issue  Protocol  AC Protocol 

When Board or 

Administrative 

Council is contacted 

by member of the 

press 

 When a Trustee is approached for 

comment by a member of the Press, 

the Trustee should 

°  Direct the press to the District 

Public Information Officer or 

°  Direct the press to the 

Superintendent or Board President 

 If the trustee chooses to respond 

individually, she should preface 

remarks by stating clearly that “I 

am speaking as an individual, and 

am not speaking for the Board.” 

 AC will make No Comment or refer to 

District PIO or 

 AC will use factual message prepared by 

PIO or  

 AC will not get into detailed response 

 AC will alert Superintendent of inquiries 

from the press. 

 AC will “Write the Headline” before 

speaking. 

 AC may respond to the press to provide 

logistical information about events or 

information that is guaranteed to be non-

controversial. 

 

 

 

Carmel Unified School District Board of Education 

P.O. Box 222700 

Carmel, CA  93922 

PHONE 831/624-1546 

    FAX 831/624-1726 

 

www.carmelunified.org 

 


