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The Emery Unified School District Board of Trustees developed this governance handbook to
outline practices and understandings that build and sustain a positive Board-Superintendent
relationship and define a culture of quality, equity, and respect. This document will be reviewed
annually or as needed when new Board members are seated or there is a change in the
Superintendent.
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I Unity
Vision and Purpose
The Emery Unified School District is committed to provide to each student a rigorous education
in a welcoming, safe, school environment that supports student learning and where there is
tolerance, respect and engagement with people from different cultures, backgrounds, and beliefs.

II Roles
The Role of the Board
[Key excerpts of BB 9200 – Limits of Board Member Authority]
“The Board of Education recognizes that the Board is the unit of authority over the district and
that a Board member has no individual authority.”
“Unless agreed to by the Board as a whole, individual members of the Board shall not exercise
any administrative responsibility with respect to the schools or command the services of any
school employee.
Board Responsibilities [Key excerpts of BB 9000 - Concepts and Roles]
The Board of Education is elected by the community to provide leadership and citizen oversight
of the district's schools. The Board shall work with the Superintendent to fulfill its major roles,
which include:
1. Setting a direction for the district
2. Providing a basic organizational structure for the district by establishing policies
3. Ensuring accountability
4. Providing community leadership on behalf of the district and public education
The Role of Superintendent [Key excerpts of BP 2000 Administration - Concepts and Roles]
1. The Superintendent is the chief executive officer and educational leader of the district.
He/she shall advise and assist the Board in the exercise of its governance responsibilities.
2. The Superintendent is granted the authority to make decisions concerning district
operations within the parameters of law and Board policy.
3. The Board expects district administration to provide leadership in:
a. developing and implementing the district's vision and goals for the educational
program
b. evaluating and reporting on the district's progress toward that vision
c. shaping the culture and environment of the district
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III. 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.
The basis for board culture is rooted in Board Bylaw 9005. “Board members also shall:
• Assume collective responsibility for building unity and creating a positive organizational
culture.
• 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.
• Operate openly, with trust and integrity.
• Govern in a dignified and professional manner, treating everyone with civility and
respect.

Principles
Here the board answers the questions
What do we believe about who we should work together?
What values do we aspire to uphold?
How we want to be perceived?

Norms
We will:
Here the board clarifies its expectations for everyone in the district shall treat one another…
[They answer the question” What does it mean to treat people with respect? Civility? What does
that look like in terms of behavior.]
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IV. Board Protocols
Efficient boards discuss and agree on the formal structures used by the board and superintendent
in their functioning as a team and how they do business. Protocols specify how a particular
governance function or activity will be accomplished. Protocols should not reiterate policy;
rather they should provide a level detail absent in policy but helpful to individual members of the
governance team in fulfilling policy, or clarifying matters not addressed in policy.
Communication between meetings
What is our process?
1 Board –
Superintendent
Communication
Purpose: Specify
how board
members
generally ask for
information from
the district, and
how the district
responds.

2 Email
Communication
From
Superintendent
to
Trustees/Board

Principles:
• The superintendent wishes to provide the board with efficient, accurate
information.
• Board members have access to the same information.
Agreements:
1. For easily available information, board members can contact district
staff directly.
2. Superintendent will direct district staff to inform the superintendent of
all communication from board members.
3. The superintendent uses his judgment to determine which information
is shared with all board members, but will err on the side of overinforming. When in doubt, the superintendent will share questions and
answers with all trustees.
Principles:
• Trustees wish to avoid unintentional violations of the Brown Act
• Governance team members wish to be courteous and responsive to each
other.

Agreements:
1. If the superintendent sends an email to all board members and needs no
Purpose: Specify
response, he/she may indicate this by placing the words “Do Not
how the board and
Reply” in the subject header of the email.
superintendent
2. If the superintendent sends an email to all board members and seeks a
will use email
response, he/she may indicate this by placing the text “Reply
appropriately.
Requested” in the subject header of the email.
a. Board members will use the “reply” function so that only the
superintendent receives the response. Members will not use
“reply to all.”
b. Governance team members will make every reasonable effort
to respond to emails (and calls) within 24 hours.
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3 Information re: Principles:
board packet
• Trustees are prepared for board meetings.
information
• Trustees have equal access to board information.
• The governance team demonstrates respect for staff.
Purpose: Specify
how board
Agreements:
members ask for
1. Board members may email the superintendent anytime with questions
information
regarding board meeting materials.
regarding board
2. To ensure question can be answered prior to the board meeting,
meeting agenda
question will be submitted as early as possible.
materials.
3. The staff may not be able to address questions submitted after 12:00
noon the day of the meeting.
4. The superintendent may direct a trustee to the appropriate staff member for
answers to questions.

5. The Superintendent will, if appropriate, share any question and answer
with all board members by email.
6. Staff will determine whether items agendized for action requires two
readings. Should staff present an item on the agenda for action after
one reading, the Board may at its discretion request that the item be
agendized for second review before action is taken.
4 Questions in
Advance – No
Surprises

Principle:
• The governance team demonstrates respect for staff.
• The board has the information it needs to make decisions.

Purpose: Specify
how board
members and the
superintendent
will attempt to
avoid surprises.

Agreements:
1. Trustees will, if possible, inform the Superintendent if there is
additional information on an agenda item that they feel should come
forward during the board meeting.
2. Trustees may not always anticipate questions in advance. If so,
trustees will let the board and community know before asking.
a. For example: “I did not ask this in advance, so you may not
have the answer here, but here…”
Principle: Trustees have access to sufficient and equal information.

5 Keeping
informed
Purpose: Specify
how board
members and
superintendent
keep each other
informed of
important
developments.

Agreement:
1. The superintendent and board members will inform each other as
soon as possible regarding serious issues that include but are not
limited to: liability exposure, media exposure, serious injury,
unexpected / dramatic staff issues, or other serious concerns.
a. The superintendent exercises discretion and independent
judgment on what to report to the board.
b. All governance team members will err on the side of overcommunicating.
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6 How do Board
Members
Propose New
Agenda Items?

Principles:
• Any board member has the right to request that an item be placed on the
agenda.
• The agenda belongs to the full board.
• Members need to understand the process for making these requests.

Refer to BB 9322
Purpose: Specify
the process for
adding new items
to the boards
agenda.

Agreements:
Accepting new agenda items shall be achieved by the following guidelines:
1. Any board members may submit requests for future agenda items in
writing to the superintendent or board president.
2. Requested items will be placed on the agenda under “Future Agenda
Items.”
3. During Future Agenda Items, the board will discuss the requests, and
determine whether any of the items will be added to future agenda.
4. Sufficient interest would be three (3) or more board members.
5. The board president and superintendent shall meet to determine the
appropriate timing for the board to address the item.

Conduct of meetings
Issue:
7 Staff Reports
Purpose: Provide
guidance to the
superintendent in
helping district
staff prepare
materials and
presentations for
the board.

What is our process?
Principles - The board:
• receives sufficient information to do its work.
• values the contributions of district staff.
• keeps meetings focused and efficient.
Agreements
1. Staff reports will provided in advance whenever possible.
2. Staff reports should address as applicable:
• Impact on students
• District Priorities
• Policy
• Cost
• Options & Alternatives
• Rationale for Proposed Action
3. Guidelines for Staff
• Think ‘executive summary’
• Assume the board has the read the report.
• Focus on the most important aspects of the issue.
• Avoid jargon. (Provide a glossary.)
• Don’t read slides or reports to the board.
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8 Deliberations
Purpose: Set
broad guidelines
to help board
members use a
common
framework for
deliberations.

Principles:
• Trustees are prepared for deliberation by advance study of board
materials.
• Deliberations are informed by public comment.
• All trustees have an opportunity to participate.
• All trustees work to demonstrate understanding of the views of all
trustees.
Agreements:
Order
• The president introduces item
• Staff report on item
• Public comment on item
• Clarifications by the board
• Board deliberation
In deliberations, and for responding to staff recommendations, the board will
reflect on:
• District mission, values and priorities.
• Policy
• Budget
• Impact on students
• The perspectives of the community
• Impact on other systems: Staff, Facilities
• Reasonableness

Trustee in public
Issue:
9 Trustee
Presence at
District Events
Purpose: To
clarify the
expectation for
board
representation at
district events.

What is our process?
Principles:
• The board should be represented at key district events.
• Trustees will share responsibility for attending community events as
their availability allows.
The board shall strive to ensure representation at:
• Graduation
• ESF Foundation Events
• Town Hall Meetings
• Other ???
The superintendent will keep Trustees informed of events and opportunities
for Board presence.
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10 Trustees
Visiting schools

Purpose: To
clarify the
expectation for
board members
visiting schools.

Principles:
Trustees visit schools to:
• Demonstrate interest in student learning and support for the work of staff.
• See the connection between the work of the board and the experience of
students and staff.
Agreements:
1. As a courtesy, board members inform the superintendent’s office
when they plan to visit schools.
2. Board members call principals to schedule a visit.
3. Board members follow the school rules regarding visitors (e.g., sign in
at the school office.)
4. Board members are careful not to make evaluative statements to
school staff or students.
Governance development

Issue:
11 Board
Evaluation

What is our process?
Principle: The board demonstrates a commitment to continuous
improvement.
•
•

The governance team will informally evaluate each board meeting.
The Board will conduct a board self-evaluation to review and confirm
governance team agreements and processes.
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V. Other Frequent Issues Addressed in Policy
1 Responding to the Media
Excerpts from BB 9010 (1/2005)
• “The Board believes that effective Board members have a responsibility to express
themselves, whether in agreement or disagreement with the Board majority, in ways that
promote the Board's ability to govern the district.”
• “Board members have a responsibility to identify personal viewpoints as such and not as
the viewpoint of the Board.”
• “All public statements authorized to be made on behalf of the Board shall be made by the
Board president or, if appropriate, by the Superintendent or other designated
representative.”
Excerpts from BB 9121(1/2005)
“The Board president shall also perform other duties in accordance with law and Board policy
including, but not limited to: …
“6. Representing the district as governance spokesperson, in conjunction with the
Superintendent.”
2 Responding to Community Complaints -Excerpt from CSBA Sample Board Bylaw 9200
Individual Board members do not have the authority to resolve complaints. Any Board member
approached directly by a person with a complaint should refer the complainant to the
Superintendent or designee so that the problem may receive proper consideration and be handled
through the appropriate district process.
CSBA Recommends:
In responding to complaints, board members will:
1. Receive – Listen, smile and thank them.
2. Repeat - Explain their point to their satisfaction. (“Do you believe that I understand?”
and/or “What would you like me to do for you?”)
3. Remind – Explain that you have no authority as an individual.
4. Re-Direct –Direct them back into the system at the appropriate level.
5. Report – to Superintendent

3 Disclosure of Closed Session Information - Excerpt from BB 9011 [11/2002]
“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.” (Government Code 54963)
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