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INTRODUCTION

The local school board is a uniquely American institution, dating from
the earliest days of our country. For centuries, school boards have made
our public schools flexible and responsive to the needs of local
communities. In South Dakota, we believe strongly in the tradition of
local governance and the continuing commitment to local decision-
making in education.

As a local school board member, you are entrusted to help shape public
education in your community. The need for school board leadership has
never been greater, but your job has gotten much more complex in
recent years. Local schools are faced with new pressure to improve and
top-down reforms attempt to limit the authority of the local school board.

Serving as an effective school board member today requires time, a
sincere interest in public education and a commitment to improving
student learning for all. Equipped with these attributes, school board
members consistently discover the rewards of school board service:

e Giving back to the community by contributing your time and talents
to an enterprise that creates a positive future for our children;

e Serving as a leader selected by your fellow citizens and ensuring that
the community’s voice is heard in decisions affecting public schools;

e Working as a team member in a state school system that is striving to
become one of the best in the nation and the world; and

e Strengthening our democracy and our nation by ensuring a quality
public education for all students.

You will not be expected to know everything about school board service
or the delivery of education in your district, the state or the nation. It will
be in your best interest, however, to learn the school board member’s
roles and responsibilities as quickly as possible. This overview will help
you get started by covering the fundamentals.

Thank you for considering school board service. Your willingness to take
on this challenge is greatly appreciated.
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ASSOCIATED SCHOOL BOARDS OF SOUTH DAKOTA

CHAPTER 1

PUBLIC SCHOOLS IN SOUTH DAKOTA

South Dakota’s local school districts are part of a statewide public school
system first envisioned and guaranteed to the people by the South
Dakota Constitution. In South Dakota, the Legislature is charged with
the constitutional responsibility "to establish and maintain a general and
uniform system of public schools." Article 8, section 1, of the South
Dakota Constitution reads as follows:

“The stability of a republican form of government depending on the
morality and intelligence of the people, it shall be the duty of the
legislature to establish and maintain a general and uniform system
of public schools wherein tuition shall be without charge, and
equally open to all; and to adopt all suitable means to secure to the
people the advantages and opportunities of education.”

Our state’s founding document created our public school system and
gave the state legislature the responsibility to ensure that all children
can benefit from a quality education. Our state’s elected leaders
continue to influence how our public schools are organized, regulated
and funded, but lawmakers have delegated a lot of the responsibility for
our schools to the state and local levels.

SOUTH DAKOTA
BOARD OF EDUCATION

Members of the nine-person South Dakota Board of Education are
appointed by the governor. Their role is to listen to, understand, and
translate the concerns of a variety of stakeholders into successful
education policies. They have a responsibility to ensure every child an
opportunity to learn from certified school staff and teachers at the local
level and post-secondary technical institutes. They also have a
responsibility to set standards and expectations for the quality of
education through the establishment of graduation requirements,
accreditation of local schools, certification of professionals, and approval
of programs offered by post-secondary institutes and teacher education
programs.

SECRETARY
OF EDUCATION

The Secretary of Education is appointed by the Governor to lead the
South Dakota Department of Education and serve as the executive officer
for the State Board of Education. Subject to policies established by the
South Dakota Board of Education, the Secretary of the Department of
Education has general supervision over all accredited elementary and
secondary schools and postsecondary technical institutes in the state.
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ASSOCIATED SCHOOL BOARDS OF SOUTH DAKOTA

DEPARTMENT
OF EDUCATION

The Department of Education functions both as regulatory agency and a
support structure for South Dakota public schools. The department
coordinates both federal and state education programs and performs a
wide range of services. They provide direction in three basic areas: 1)
Accreditation and Teacher Quality, 2) Curriculum, Career and Technical
Education and 3) Assessment and Technology. Additional information
can be found on their website at http://www.doe.sd.gov.

LOCAL SCHOOL
BOARDS

The school board is an elected body created according to the laws of the
state to serve as the governing board of a school district. Local school
boards receive their authority from state law.
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CHAPTER 2

SCHOOL BOARD GOVERNANCE

STATUTORY POWERS
AND RESTRICTIONS

PURPOSE AND AUTHORITY OF BOARD

SDCL 13-8-1 states that the school board is "to serve as the governing
board of a school district for the purpose of organizing, maintaining, and
locating schools and for providing educational opportunities and services
for all citizens residing within the school district." In order to fulfill this
purpose the legislature has given the board the powers specified in SDCL
13-8-39: "...The school board shall have general charge, direction, and
management of the schools of the district and control and care of all
property belonging to it. The school board shall have power to levy taxes,
borrow money, employ any necessary personnel, lease real and personal
property, carry liability and other insurance, purchase all necessary
books and equipment, purchase real property and erect necessary
buildings for the operation of such schools."

COMPENSATION

Each board member may receive a per diem for each board meeting
attended or meetings that have been authorized by the board. Each local
board shall set the amount of per diem that each local board member
may receive. The amount of per diem set by the local school board may
not exceed the per diem authorized for members of the South Dakota
Board of Education. In addition school board members shall receive
travel allowances as authorized by the rules and regulations adopted by
the State Board of Finance.

COMPOSITION OF BOARD

A school board may consist of five, seven or nine members. Board
members are elected for three-year terms. A school district may increase
or decrease the size of its board. The process includes a petition of 10%
of the registered voters residing in the school district, as determined by
the total number of registered voters at the last preceding annual
election, filed with the business manager. In addition, the school board
may, by resolution, call for an election to increase or decrease the size of
the school board.

BEING A BOARD
MEMBER

NEW BOARD MEMBERS BEING SWORN IN

All new board members must take an oath of office. Newly elected
members take the oath during the annual meeting in July, when they
assume their duties of office. Appointed members take and subscribe to
the oath at the meeting following the appointment. (See Appendix A for
Oath of Office.)

Serving as an
effective school
board member
today requires
time, a sincere
interest in

public
education and
a commitment
to improving
learning for all
students.
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ASSOCIATED SCHOOL BOARDS OF SOUTH DAKOTA

Learning
doesn’t stop
when you’re

elected, it
begins.

To maintain consistent leadership and continuity, new board members
should be given special attention promptly after election. Copies of
policies, rules and regulations are to be given to each new member upon
election.

The superintendent and board president should arrange a conference
with new board members to review their roles and responsibilities. The
new members should be taken on a district tour and be provided with: a
map of the district; past and current surveys and reports on curriculum,
teaching standards and certification, school services, facilities, finances,
and taxes; a calendar of business; and copies of minutes.

The new member has a responsibility to become informed about the
laws, educational programs, employed personnel, board procedures and
policies, teaching materials and facilities, school services, needs of
community, interested public service organizations, and techniques of
good public relations. ASBSD offers various training opportunities
through the Governance Academy for Visionary Education Leadership
(GAVEL). Be sure to look for scheduled training dates or request to have
ASBSD come directly to your district.

ADVICE AGAINST INDIVIDUAL ACTION

Authority of the board rests with the majority of members present at a
convened meeting to do business. A good board member has no legal
authority or power as an individual except during a legal meeting of the
school board. Outside of a board meeting, members are ordinary citizens
— within the meeting you are an official of the state, exercising, along
with your fellow board members, a great deal of authority which has
been delegated to the board by the state.

Relationships with board members and the Superintendent are extremely
important. Your job as a board is to develop the broad policies to govern
your school district. Once those policies have been established, it is the
superintendent’s duty to implement them. The Superintendent has been
hired with the specialized training to perform the duties necessary for the
proper functioning of a public school system.

From time to time board members may find that they do not always
agree on issues. It will be important for board members to display
support for board decisions in order for the community to have
confidence in the board. If defeat can be accepted on an issue gracefully
and not personalized, board members will gain respect. Also board
members will need to recognize that the basis of board action is majority
rule; the community will gain respect for the board when this is
supported.

VACANCIES

A school board vacancy can occur in various ways. If a board member
dies, is removed from the board, fails to qualify as provided by law,
ceases to be a resident of the district where elected, is convicted of an
infamous crime or of any offense involving a violation of the official oath
of office, has a judgment obtained against him or her for breach of official
bond, is incapacitated and unable to attend to the duties of the position,
or assumes the duties of an office incompatible with the duties of a
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school board member, an opening would result. A vacancy would also
result if a board member resigned.

Vacancies are filled by appointment by remaining board members until
the next election when candidates may file for the unexpired portion of
the term. The appointee must qualify as if elected. (SDCL 13-8-25). The
law allows for the temporary replacement for board members called to
active duty in the armed forces. (SDCL 3-4-1).

CONFLICT OF INTEREST
There are some restrictions on an individual board member doing
business with the school district:

1. School board members cannot be paid to teach in the district;
however he or she may substitute on a volunteer basis.

2. School board members may only purchase district surplus items
such as books, apparatus and furniture at public auction.

3. Any contract for service, materials or equipment for which a school
board member has an interest to provide is not allowed unless
otherwise provided by statue.

4. As an elected official, a school board member may not hold another
elective county, municipal or state office.

S. No school board member may participate in the discussion or vote on
any issues in which the member has a pecuniary conflict of interest.
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ASSOCIATED SCHOOL BOARDS OF SOUTH DAKOTA

THE SCHOOL BOARD

MEETING

TIME AND PLACE

The law provides that the school board shall have an annual meeting on
the second Monday of July, unless otherwise designated by the board at
the prior regular meeting. (See Appendix B for a list of things that must
be handled at the annual meeting.) The frequency of meetings depends
on the amount of business; if necessary, more than one meeting may be
held per month. Each meeting needs to be identified as to the location of
the meeting and the time.

If a special meeting is called, each member of the board must be notified
with sufficient time to allow the member's presence. Special meetings
may be called by the president, or in the absence of the president, by the
vice-president, or a majority of the board members. Special meetings
should be called only in unusual situations.

WHAT IS A MEETING?

According to the Attorney General, an official meeting occurs when a
majority of the board is present and official business within the
jurisdiction of the board is discussed. If the meeting was not posted,
there is a violation of law. Specifically, it is a Class 2 misdemeanor,
punishable up to 30 days in jail, and a $500 fine (SDCL 1-25-1) and
(SDCL 22-6-2). If a majority of the board is at a local café, is this a
meeting? What if they discuss issues over which the board has
jurisdiction? If it is a meeting, is there a violation of law?

If there is a situation with the majority of members present, and
business is beginning to be discussed, a member should point out the
issue and change the subject to a non-school issue or leave the
discussion.

OPEN MEETINGS

All meetings of a public body, including school boards, must be open to
the public. An agenda must be posted at least twenty-four hours prior to
the meeting, as circumstances allow. The proposed agenda should be
posted at the business office of the school district or any other
designated location. For special or rescheduled meetings the notice must
be delivered in person, by mail, or by telephone to members of the local
news media who have requested the notice.

Meetings may be conducted by telephone conference call. Members shall
be deemed present if they answer present to the roll call taken over the
phone. Except for executive or closed meetings in which a conference call
is held, a speaker-phone shall be provided so the public may listen.

The primary purpose of board meetings is to conduct district business.
No person should be allowed to participate without the recognition of the
chairman or during the public comment section. The public comment
time must be limited. No one should be allowed to interrupt or interfere
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with the school board meeting and interfering persons may be removed
from the room.

The public should be aware that it is board policy that an item they wish
discussed should go through the proper channels of being placed on the
agenda in advance. A policy regarding this procedure should be
established.

It should be made clear that though the board will respond to inquiries
made by citizens regarding specific factual information or district policy
and is willing to listen to comments on agenda items, they will not
discuss new items presented at the meeting without adequate time for
investigation. The citizens should be thanked for their interest, told that
the matter will be taken under advisement and, if necessary, placed on
the agenda for the next meeting.

EXECUTIVE SESSION
Meetings of public boards are to be open to the public except for
meetings to be held for the sole purpose of:

1. Discussing the qualifications, competence, performance, character or
fitness of any public officer or employee or prospective public officer
or employee.

2. Discussing the expulsion, suspension, discipline, assignment of or
education program of a student;

3. Consulting with legal counsel or reviewing communications from
legal counsel about proposed or pending litigation or contractual
matters;

4. Preparing for contract negotiations or negotiating with employees or
employee representatives;

S. Discussing marketing or pricing strategies by a board or commission
of a business owned by the state or any political subdivision, when
public discussions may be harmful to the competitive position of the
business.

All official actions, including those discussed in executive session, will be
taken at an open official meeting. An executive session will be held only if
there is a majority vote of the members of the board present and voting
unless otherwise amended of the majority of the membership voting
(SDCL 13-8-10). Any member of a public board who violates these
provisions is guilty of a misdemeanor (SDCL 1-25-1).

It is strongly recommended that the board should not meet in executive
session without the superintendent present unless the session is being
held to discuss the superintendent's contract or evaluation. It is good
practice for the minutes to reflect the purpose for and time that the
board goes into executive session. It is also good practice to show the
time when the board closed executive session and returned to open
session. All that transpires in executive session is to be considered
confidential and should not be discussed with anyone. If a board member
is found guilty of violating confidentiality, it is the responsibility of the
board to address the issue.
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AGENDA AND PROCEDURE

An agenda must be prepared for each school board meeting consisting of
business to be brought before the board for consideration or action. The
agenda should be sent to all board members at least twenty-four hours
before the opening of a meeting. Copies of the minutes to be approved
and the monthly financial report should also be included. The agenda
should be accompanied by copies of important documents, studies
bearing on matters scheduled for action, and copies of resolutions,
written petitions, communications, statements, diagrams and tables.
Copies of the agenda should be available at each board meeting for the
public.

PARLIAMENTARY PROCEDURE

Insofar as possible, parliamentary procedure should be observed. School
boards are encouraged to establish rules of procedure to conduct
business. Roberts Rules would be an example to adopt or modify as
noted in board policy.

A majority of the elected school board constitutes a quorum for the
transaction of school business. All board actions require a majority
assent of the elected school board members unless modified by board
action. All members should vote on all issues including the chairman
(SDCL 13-16-24), (SDCL 13-8-35) and (SDCL 13-8-10). An abstention is
neither a yes nor no vote, but recorded as an abstention.

TRAITS OF
PRESIDING OFFICERS

The board elects a president and vice president for a one-year term. A
board chairman should have leadership qualities to be able to facilitate
board meetings in a productive manner. They need to be able to keep
the attention of the board focused and the meeting moving in an orderly
fashion. The president should utilize parliamentary procedures to
conduct meetings and encourage the open exchange of ideas while
driving for conclusions and decisions. The board president also assumes
the role as the liaison between the remaining board members, the
community and superintendent.

It is the duty of the president of the school board to appoint all
committees and preside at board meetings. The president, or if absent,
the vice president, shall countersign all checks or warrants drawn by the
business manager that have been authorized for payment by the school
board. The business manager keeps an accurate journal of the board
proceedings, takes charge of its books and documents, issues all checks
and warrants for the payment of verified vouchers approved for payment
by the board, prepares the annual report of the district for the Secretary
of the Department of Education, and performs such other duties as the
board may require or as required by law.
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SCHOOL BOARD
MEMBER TIPS

10.

Go slow in the beginning. The chances are you will feel differently
about a lot of things after six months on the board.

Remember that the only authority you have lies in the official
action of the school board. You have no legal authority to act alone
unless the board as a whole specifically delegates a task to you.

Avoid personality conflicts. Nothing is more devastating to good
board procedures than to have one member vote for a measure
simply because another member votes against it.

Be a good listener. You may acquire a reputation for wisdom simply
by being willing to listen to others.

Refrain from getting involved in teacher/personnel issues
whenever possible. The board has hired a superintendent to manage
personnel.

Give the superintendent and staff your public support. Except in
unusual and mitigating circumstances, the superintendent has a
right to expect support.

Make an effort to be informed. School business is always important
business. To stay informed requires time and effort so don’t be afraid
to ask for updates from the superintendent as you feel the need.

Welcome people who come to see you about school problems.
Listen carefully, then refer them to the appropriate person according
to board policy. If the problem is controversial, remember that you
may only be hearing one side of the story. Don’t commit yourself to a
course of action that you may regret later; the board as a whole may
not support your view, and you could find yourself in an
embarrassing position of having committed yourself to a stand that
the board rejects.

When a special interest group approaches, insist on your right to
hear and review all the facts before you act. A vocal minority can
force a school board to act before all the facts are known and
evaluated. If you are being pressed, tell them that you need more
time to make a fair decision.

Embrace your role as a community leader. You will be expected to
attend and participate intelligently in many public meetings on
school affairs. This is more than an opportunity; it’s an obligation to
interpret school issues to an interested public. You may clear away
doubts, misconceptions and misunderstandings through ongoing
support for education in your communities.
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CHAPTER 3

ROLES AND RESPONSIBILITIES

ROLES

The primary
focus of the
schools is on
student
achievement

and on how
every-thing in
schools can
improve that
achievement.

Five major roles have been identified by ASBSD for board members.
These include:

1.

Set clear expectations

Get clear about the greatest student learning needs — the most
important content area to improve first

Believe more is possible and communicate high expectations
Establish a clear and narrow focus for improvement — clarify
improvement goals and specific targets

Focus on student learning and teaching (improving teaching
as the key strategy for improving learning)

Create conditions for success

Demonstrate commitment to the improvement focus through
board actions and decisions

Support quality professional development

Stay the course

Support & connect with district wide leadership

Develop and nurture the board/superintendent team
leadership

Ensure all parts of the system are aligned around the learning

Hold the system accountable to the expectations

b.

c.
d.

Use data extensively

Determine what you will accept as evidence of
progress/success

Monitor progress regularly

Apply pressure for accountability

Build public will

a.
b.
c.
d.

Create awareness of the need

Create urgency around the moral purpose of improvement
Instill hope that it’s possible to change

Connect with the community

Learn together as a board team

poop

Establish board learning time

Learn together

Talk to each other — extensive board conversations
Develop a willingness and readiness to lead and allow
others to lead

Build commitment to the improvement focus through
shared information and discussion

Engage in deliberative policy development — lead
through board policies
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RESPONSIBILITIES

In order to give the best service to your local community, board members

will need to develop skills and knowledge in a variety of areas. The first The role of the
responsibility is policy-making. This is a board’s major function, and board Qf .
the foundation upon which the district’s structure is built, is the setting education is
of policy. Policies become the law for the school district. They should be not to run the

based on the board’s vision for the district. Policies areas should schools, but to
include: see that they

are well run.

Foundations and Basic Commitments
Board Governance and Operations
General School Administration
Fiscal Management

Support Services

Facilities Development

e Personnel

e Negotiations

e Instruction

e Students

¢ Community-School Relations

e Education Agency Relations

The second responsibility is designating the superintendent. This is
completed by recruiting and hiring a superintendent to meet the needs of
the district. Once an individual is hired, the board is responsible to
evaluate the performance of the superintendent.

A third responsibility is in planning, goal setting and evaluation. The
shared community vision is translated into long-and short-range goals.
The board establishes the structure to accomplish the vision with input
from community, staff, parents and students. The evaluation is the
mechanism by which boards are held accountable to the public for the
goals that are set for education in their communities.

A fourth responsibility is in the area of financial resources. The board
is responsible to approve and adopt the budget. Much of the
responsibility for establishing a structure for the district is affected by
the budget.

The next responsibility is with staffing and evaluation. The board
should delegate the tasks of recruiting, recommending for hire,
evaluating, promoting and disciplining staff (in accordance with board
policy) to the superintendent. When negotiating with teacher unions,
rates of pay, wages, hours of employment or other conditions of
employment, are mandatory items of negotiations.

When considering instruction, the next responsibility involves the board
working with the superintendent and staff to set clear expectations or
standards and adopt policies based on instructional programs.

Another responsibility is in the area of school facilities. The board is
responsible for determining school facility needs and communicating
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those needs to the community. This includes purchasing, disposing of, or
leasing school sites and approving building plans that will support the
educational programs.

The final responsibility for board members is communication
with various constituencies. The board is responsible to
maintain an ongoing two-way communication with school staff,
students and members of the community.

ESSENTIAL ATTRIBUTES OF
EFFECTIVE BOARD MEMBERS

Being a successful board member begins with a genuine
commitment to striving for high quality public education that
supports the full development of all children. There are certain
skills and attributes which are consistently present in effective
school boards.

1. Be prepared to participate responsibly. Do your homework,
come prepared to work, remember that sometimes the work is
to listen, agree and disagree as your values dictate, and
accept that the group decision is legitimate even if it’s not
your personal choice.

2. Focus on serving all children. Ensure every deliberation,
decision and action reflects the best interests of every student
you serve. No child is more important than another.

3. Remember that your identity is with the community, not
the staff. It’s easy to identify with staff as you probably will
have more discussions with them about issues. But you must
remember that your job is to serve in trust for the community.

4. Represent the community, not a single constituency. You
will understand or identify with certain constituencies
(parents, neighborhoods or communities, special ed, or
others), but you must remember that being a board member
means serving in trust for the entire community. You can be
from a constituency, but you must not let yourself represent
it.

5. Be responsible for group behavior and productivity. You
are responsible for not only yourself but the group. If the
group doesn’t do its job, you personally share that
responsibility.

6. Honor divergent opinions without being intimidated by
them. You are obligated to express your honest opinions on
issues. Encourage your colleagues to speak their opinions and
listen to them carefully and respectfully.

7. Use your special expertise to help the board. If you have
special expertise (examples: law, accounting, construction)
remember that you’re not personally responsible for decisions
relating to that area. Use your expertise to help inform your
colleagues (i.e., help them understand what fiscal health looks
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ASSOCIATED SCHOOL BOARDS OF SOUTH DAKOTA

like v. fiscal jeopardy) but don’t assume sole responsibility for
those decisions.

Be aware of the community and staff’s perceptions of the
board. If the board is perceived as being unethical, dishonest,
secretive or self-serving, whether justified or not, that will
become reality for the community and staff. Consider how
stakeholders might interpret your behaviors and decisions
then act accordingly.

Don’t tolerate putting off the big issues forever. As
daunting as the big decisions are, they are the boards to
make. What are our core values and beliefs about education
in our community? Based on those, where do we put our
resources?

Support the board’s final choice. No matter which way you
voted, you are obligated to support the board in its decision.
For example, supporting board decisions and not your
personal preference will assist the Superintendent in carrying
out the decision.

.Don’t mistake form for substance. Don’t confuse having

financial reports for having sound finances or having a public
relations committee for having good public relations. Beware
of the trap of having procedures rather than substance.

Don’t expect agendas to be built on your interests. The
board’s agenda should be a plan for taking care of the
governance of the district. Being a community trustee is very
different from seeing the organization as your personal
possession. The board’s job must be designed to insure that
the right of the entire community is faithfully served in the
determination of what the district should accomplish.

Be concerned about end means. Keep the conversation
focused on values, mission, vision and goals. Talk with other
board members, staff and the public about these matters first
and foremost.

Continuously ask of yourself and the board, “Is this board
work?” The deliberations of the board must add value. They
must deal with fundamental, long-term issues that require
the wisdom and decision-making of a diverse group of people
who look at the whole.
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CHAPTER 4

THE LEADERSHIP TEAM

The board and superintendent have very distinct and separate
roles. Together they form the district’s leadership team. Before an
effective working relationship is established, a superintendent
and board must develop a mutual understanding of their
respective roles, then review and validate this understanding on a
regular basis. An honest and candid discussion of the functions
of each other will greatly enhance the partnership between the
superintendent and the board.

BOARD’S
RESPONSIBILITIES

The school board’s responsibility should focus on the end results
for the district. Questions the board should ask include what,
why, how much and how well do we want something completed.
In addition, the board needs to establish goals, standards and
assurances that these things will happen. The overall
responsibility of the board is to vote on issues that will directly
impact student achievement.

SUPERINTENDENT’S
RESPONSIBILITIES

The superintendent is responsible to carry out the policies
established by the board. Questions they need to focus on
include how, when, where and by whom things will be done. The
superintendent needs to establish procedures and strategies
while making assignments on how specific tasks will be
accomplished. In some cases, recommendations should be
provided to the board for approval.

WORKING RELATIONSHIP

Research has shown that a positive working relationship between
the board and the superintendent can directly impact student
achievement. If there is continual disruption between the board
and the superintendent, very little will be accomplished and
students can be negatively impacted by the lack of harmony and
cohesiveness. It is imperative that the board members and
superintendent work together to maintain a positive working
relationship.

Full disclosure: The cornerstone of a strong board-
superintendent partnership is the frank disclosure of school
problems to the board members. Complete and thorough
disclosure requires the superintendent be open and receptive to
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inquiries from board members, that he or she be knowledgeable
about the district’s activities, and that he or she provide
information as quickly as possible.

Frequent two-way communication: The superintendent should
provide timely oral and written communications of pending or
emergency items. Board members should reciprocate,
immediately informing the superintendent of citizen concerns.
Before major decisions are made, board members should have an
opportunity to read background information, examine alternatives
and consider the implications of alternative actions.

Careful planning: Careful planning will avoid most surprises.
The superintendent and the board should plan together. Planning
begins with the board adopting yearly goals for the district. The
superintendent oversees the implementation of the goals. This is
usually completed through the strategic planning process (See
Chapter 8).

WHAT SHOULD A SCHOOL BOARD EXPECT FROM A
SUPERINTENDENT?

e personal integrity and ethics

e a belief that all children can learn

e areadiness to do the job

e the ability to develop, maintain and implement board policy
e sensitivity to board, staff and public feelings, beliefs and
commitments

communication and delegation skills

prudence in the management of school resources

long range financial and district-wide planning skills
the ability to develop relationships with the board
provides quality, clearly understood, employment
recommendations/decisions to the board

e a no surprises philosophy to board and staff relations

WHAT SHOULD A SUPERINTENDENT EXPECT FROM A
SCHOOL BOARD?

e trust, confidence and professional respect

a desire for fair and honest job evaluations based on agreed-
upon criteria

an adherence to and support for adopted policies
consideration of staffing recommendations

members are prepared to do their job

high standards of ethical behavior

realism, confidence and patience in deliberation
educational goals are above personal goals

a belief that all children can learn

a no-surprise philosophy to board superintendent relations

ASBSD SCHOOL BOARD HANDBOOK
PAGE 15



ASSOCIATED SCHOOL BOARDS OF SOUTH DAKOTA

SELECTING A

SUPERINTENDENT

"As public education has become more and more complex,
its management has become more and more difficult.
Greater skills are required for the successful management
of today's schools. Nothing that the board does is more
important than employing and retaining a professionally
prepared and dedicated superintendent.”

These words expressed in 1968 by the American Association of
School Administrators and National School Boards Association
still hold true today. Selecting a superintendent is perhaps the
most critical decision a school board makes. Today a
superintendent is expected to provide increased leadership in the
learning process, become more student oriented, deal with
mandated reforms, declining enrollments, mandates for the
handicapped, full-scale involvement of the courts in school
governance, women's rights and Title IX, and face taxpayers'
concerns.

The school board's selection of the superintendent will be a major
factor in the success or failure of the board in governing the
public schools. Many decisions are made in finding, evaluating
and hiring a quality superintendent.

In selecting a new superintendent, the board needs to take a hard
look at the vision, mission and goals of the school system,;
determine what changes, if any, should be made; determine the
school district's future needs; then determine the kind of person
needed to meet them.

The board must decide whether to do the search itself or to hire a
consultant. ASBSD does offer assistance in this process. For a
nominal fee, an ASBSD staff member will provide training for the
board on the process of selecting a superintendent. All forms and
documents for the process will be provided to the district during
this training. Even with outside assistance the board alone
makes the final decision.

Hiring a superintendent may be a difficult task. At the same time
it is a rare opportunity for a school board to look at goals,
priorities and the entire educational thrust of a school system.
Take advantage of this opportunity and the process will more
likely result in the correct selection and be one of the more
fruitful things you will do for your school system.

EVALUATING THE
SUPERINTENDENT

All superintendents new to the school system should be evaluated
a minimum of once a semester during the first year of
employment. It is recommended that there be at least an annual
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evaluation thereafter. The evaluation form should be completed
jointly in executive session and then time allowed for the
chairman of the board to go over the evaluation with the
superintendent in the presence of all the board members. There
should be an opportunity for discussion of any item which
anyone wishes to discuss. The time of evaluation should be a
basis for decisions regarding continued employment and salary,
as well as a tool to iron out minor differences and open
communications. When a board evaluates the superintendent
there should also be a self-evaluation. The board must ask itself,
what we did to provide a climate within which that individual had
a chance of fulfilling our expectations.

A comprehensive superintendent evaluation process should:

1. Link to academic, social and emotional growth for all students
in the system.

Rationale: Accountability must include multiple measurers of
whole student learning.

2. Recognize the importance of a superintendent’s work in the
moral dimensions of leadership to facilitate a better quality of
life for all groups, both inside the school community and in
the greater community.

Rationale: The larger work of the superintendent is about
shaping the future of the community and having a positive
effect on people’s lives.

3. Provide research-based criteria reflective of professional
standards for superintendents which are supported by
measurable data from multiple sources and are legal, feasible,
accurate and useful.

Rationale: Standards of any kind are only effective if they
meet suitability, utility, feasibility and accuracy measures.
(Examples of multiple data sources are a superintendent self-
assessment; a portfolio compiled by the superintendent; the
school improvement plan; documents that address previous
goals, school board meeting agendas, etc.)

4. Provide opportunities for personal and professional growth.

Rationale: Evaluation processes must address the whole
person and be oriented toward continuous improvement.

5. Be ongoing and connected to district/school improvement
goals.

Rationale: An evaluation is a process, not a once a year
conversation, and must be embedded in district’s goals and
school improvement plans.
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6. Connect the district’s goals with its publics’ vision for their
schools.

Rationale: Goals cannot be developed in isolation; district
goals must reflect the community’s highest hopes for its
public schools and students.

7. Be intended to improve performance not prove incompetence.

Rationale: An effective evaluation process is established on
a spirit of providing feedback for growth, not on finding
evidence of shortcomings. If a board is considering
evaluation for the purposes of termination, other
processes should be employed.

8. ASBSD and School Administrators of South Dakota (SASD)
have jointly developed an evaluation tool for superintendents.
This can be found on our website:
http://www.asbsd.org/page203.aspx
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CHAPTER S

POLICY DEVELOPMENT

One of the most important duties of the school board is to
establish district policy. Policies set the direction and structure of
the district. They are the means by which the school board’s
vision and goals are turned into action and provide a bridge
between the board’s goals and everyday school administration.

Written board policy shows the school district is well managed
and informs the community of the district’s intent, goals and
objectives. It establishes an equitable and safe learning
environment for students and employees, and moves the school
district toward its vision.

The need for a specific policy typically arises out of a district need
or change in state or federal law. Ideas for new policies can also
be brought to the board’s attention by a board member, school
employee, student, and parent or community member. Because
policy-making is central to the board’s governance and oversight
responsibilities, it is imperative that adopted policy be clearly
written, up-to-date and legally viable. The board and staff have
specific roles in policy development, adoption, implementation,
review and evaluation.

e Policy development is a cooperative effort involving the
board, the staff and the community.

e Policy adoption is the responsibility of the board.

¢ Policy implementation is the responsibility of the
superintendent and staff.

e Policy review and evaluation is the responsibility of the
board based on information received from the staff,
community and other resources.

POLICY DEVELOPMENT
PROCESS

Policy can head off a crisis, minimize legal risk and create a safe,
equitable learning environment for all children. The policy
making procedure generally consists of eight steps: Research,
discussion, drafting, readings, adoption, dissemination,
implementation, and evaluation/revision (see CHART 1).
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THE POLICY DEVELOPMENT PROCESS:

RESEARCH Acquire relevant information - data, sample policies and
EvaLUATE/REVSE ) best practices.

Ask: Do we need it? Who does it impact? Is it enforcable?
How will you evaluate it? Is it legal?

oseuss )
Write a clearly worded, concice policy statement that
IMPLEMENT provides direction to the administration,

Put the policy before the public.
Make it the official policy of the district.

DISSEMINATE Let people know you‘ve adopted it - distribute it widely
through handbooks and to the public.

Allow the administration to put the policy into action.

HOLD READINGS D

Ask: Did it work? How do we know? Revise policies as
needed.

CHART 1: Policy Development Process

The first step is gathering information on the issue to be
addressed through policy. The administration is often assigned to
gather information about the subject, but board members may be
involved in data gathering if they wish.

Information can be gathered from a variety of sources. Board
members can start by analyzing their current policy or obtaining
copies of other school districts’ policies. Members can also review
board minutes and administrative actions relating to the
proposed policy. Another way to find information is to consult
with legal or policy experts, such as the school attorney.

School boards should consider gathering information from state
and federal entities on regulations for any mandatory, permissive
and prohibitive directives in accordance with the issue
surrounding the policy.

As part of the information-gathering phase, organizations,
personnel and other groups that will be affected by the policy
should be contacted for their views. Asking for input from affected
groups early can prevent problems and criticism later.

The board, after reviewing the pertinent information, must
determine and agree to the basic elements and direction the new
policy will take to meet the needs of the school district. The
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administration is then responsible for drafting a policy statement
reflecting these key factors. Policies developed by the
administration are returned to the board for discussion, additions
or changes. At this point, if the board decides it is necessary, an
attorney can examine the recommended policy.

Most board policies require at least two readings at board
meetings before adoption. This provides two opportunities for the
community to comment. At the second reading the policy is
adopted, and the new policy is entered into the policy manual.

Once the school board has adopted the policy, it becomes the
responsibility of the superintendent to implement it within the
district. The superintendent and other administrators are given
the authority to make the necessary regulations to ensure the
policy is carried out in the best way possible at each school.

Even after the board has developed policy, development
continues. Laws change, needs change, communities change. It is
the responsibility of the board to review district policy throughout
the year and determine whether revisions are necessary. Board
members can ask the superintendent to provide information and
feedback on the success of implementation, and offer suggestions
for revisions.

THE POLICY MANUAL

When policies are updated or added to the district’s policy
manual, the same format is used on the other policy statements
in the manual for location of the title, the adoption and revision
dates, the code number, legal references, and policy cross
references.

Adding cross references enable the user to obtain a full picture of
the board’s position on an issue. Legal references assist board
members and the administration in finding the legal support for
the board’s action.

A three-ring binder with an easy to use codification index, such
as the NEPN (National Education Policy Network) code system, is
the best type of manual to have. Revised and new policies are
distributed to each board member and administrator so that all
copies of the board policy manual are alike. On line policy
manuals should also be updated.

DEVIATION FROM POLICY

Well-written policy will stand the test of many different kinds of
demands and variables. Yet it is almost impossible to foresee all
of the situations for which policies will be needed.
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For instance, transportation policies might have to be deviated
from because of the weather, fuel shortages or a breakdown in
equipment. New policies become necessary due to changing times
or changing community attitudes. If the board finds it is regularly
deviating from policy, it is time to study the old policy, determine
why the deviation is occurring and either modify the policy or the
pattern of deviation.

POLICY VS. REGULATION

Boards govern, superintendents administer. Words like these
make it sound easy, but the role of school boards can often be
confusing when developing policy.

The difference between policy and regulation is in the details.
Policies should be brief, broad and focus on the end results that
the district wants to accomplish. Regulations, by contrast, set
forth the detailed mechanics and the step-by-step procedures for
implementing policy statements. While boards adopt policy, it is
the job of the superintendent to establish regulations.

The difference between the board’s role in policy making and
administration’s role can be mapped out on a clock (see CHART
2). Board members should be concerned with the duties that fall
between 9:00 and 3:00 - namely, identifying a need or goal and
developing corresponding policy and then modifying the policy
based on administrative feedback. Administrators, on the other
hand, are responsible for the regulatory tasks that fall between
3:00-9:00. These tasks include developing procedures, guidelines
and rules that carry out the intent of the policy, enforcing the
policy and evaluating the success of the policy.

By keeping focused on governance and not regulation, the board
is freed from a myriad of details and the superintendent gains
flexibility to implement the policy in a way that works best for
each school.
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B['ARD Seeing the need:

identify goals

Modifying policy: Collecting data:
Revise policy assemble the information

Considering feedback:
examine policy

Forming policy:
write policy statement

Evaluating Policy: . : Implementing policy:
generate feedback Ll plan policy regulations

Enforcing policy:
administer policy regulations

ADMINISTRATION

CHART 2: Policy Development
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CHAPTER 6

STUDENT ACHIEVEMENT

A primary duty of a school board is to positively impact student
achievement and that requires strong and effective school boards
to set student achievement goals, evaluate progress toward goals,
and deal with the pressures such as state rules and federal
mandates. Administrators recommend to the school board what
is taught, how it is taught, when and where it is taught and
materials to be used. The board approves or disapproves.

To accomplish goals leading to high student achievement levels, a
strong leadership team commitment and a focus on the
appropriate roles and responsibilities is required. School district
leadership team decisions must be data and research based.
Leadership teams must constantly revisit the way they do things
and to be certain the results are acceptable. However, school
boards continue to work at the policy level while the
superintendent and administrators work at the operational level.
Teamwork and trust are absolutely necessary to ensure
conditions in the learning environment that positively impact
teaching and learning.

Great school boards lead their districts by making policy
decisions that articulate the board’s vision concerning student
learning and achievement and by being public school advocates.
They define an environment that encourages high student and
staff morale, optimum performance and strong community
support.

RESEARCH AND DATA

To make these decisions board members must have a grasp of the
research and data related to student achievement. School
boards hold student achievement as a central school governance
focus. Passage of NCLB and student achievement accountability
provisions elevated the need for boards to focus on student
achievement levels. School leadership research identified the
important role school boards play in improving student
achievement. Research findings (i.e. Lighthouse Study by IASB,
Key Work of School Boards by NSBA and the 2006 McRel meta-
analysis of 27 studies by Waters and Marzano) show a positive
correlation between board leadership and student achievement.

Significant leadership practices were identified in the McRel study
that correlated the board’s role and student achievement with a
clear alignment of board, district and school efforts supporting
non-negotiable goals and maintaining focus (not allowing other
initiatives to detract from goal accomplishment). These studies
identified the coordination of policies and practices to support
student learning with the strong implication that this is a
leadership role only locally elected school boards can fulfill.
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STATE ACCOUNTABILITY REQUIREMENTS

Education standards are statements of what students should
know and be able to do at various stages of their education.
South Dakota uses “content standards” to refer to the content of
the school curricula and “performance level” to refer to how well
students are doing on the content standards. The South Dakota
State Board of Education has adopted model state content
standards in the core disciplines.

MEETING HIGHER EXPECTATIONS

Economic and technological changes in the nation, state and local
communities create a need for students to be prepared for endless
possibilities. Students must graduate from high school prepared
for an increasingly challenging future. Students taking rigorous
courses in high school will help in their preparation.

State and local policymakers acknowledge the importance of
obtaining core competency skills to succeed in the 21st century,
including proficiency in math, science and written and verbal
communication. The challenge is to address these skills in a
system where there are multiple and diverse pathways to a high
school diploma so that more students will successfully complete
high school.

In the face of this challenge, it is now more important than ever to
recognize and build upon the positive relationship between school
board effectiveness and student achievement. The work of the
school board is commonly defined in terms of processes rather
than results: running a successful meeting, working well with the
superintendent and relating to the community. While these
components of board work are important, boards can and should
make student achievement their ultimate goal. When they do,
they can make a significant difference in the performance of all
students.

The powerful influence of the board on student learning was
revealed by recent research that studied the school board-
superintendent teams in districts in which student achievement
was unusually high over a period of several years. Those boards
associated with higher student performance share a set of
characteristics (The Iowa Lighthouse Project 2002-2007):

e They have very high expectations for students, regardless of
socio-economic status, and believe it is the job of the school
system to reach all students and make them successful.

e They create an urgency to improve and a climate in which
increased student performance is imperative.

e They are highly knowledgeable about topics that impact
student achievement, such as curriculum, instruction,
assessment, district and school goals for improve