
2024-25 Superintendent Ed Eval Goals

Standards

A. Instructional
Leadership

Driven by the District’s
Strategic Plan, provide
administrators with
professional development
for the review of student
data and evidence-based
instructional practices that
directly impact student
growth and learning.
(Student Learning Goal)

IB. Instruction; iD. Evaluation

B. Management and
Operations

Ensure district resources are
delineated equitably to address
improvement in student
attendance and access for all
students to high-quality
instructional materials/
appropriate curriculum to
improve the district’s overall
student experience. (District
Improvement Goal)

IIA: Environment: IIB. HR
Management & Development

C. Family and Community
Engagement

Provide access in multiple
formats to families and
community members with
engagement opportunities at
each school. (District
Improvement Goal)

IIIC. Sharing Responsibility

D. Professional Culture

Foster and support the use of data
and data analysis to increase
student outcomes, with a focus on
SWD, ELL, and Hispanic/Latino
sub-groups, and the use and
implementation of best practices
and highly-effective teaching
strategies to maintain high
expectations districtwide to
achieve improved results.
(Professional Learning Goal)

IVC. Continuous Learning

Focus Indicators (2024-25)
Indicator Rubric for Superintendent

IB. Instruction:
Monitors and supports principals
and instructional staff through
observations and feedback to
ensure that instructional practices
in all settings reflect high
expectations regarding content
and quality of effort and work,
engage all students, and are
personalized to accommodate
diverse learning styles, needs,
interests, and levels of readiness.

IIA. Environment
Develops and executes effective
plans, procedures, routines, and
operational systems to address a full
range of safety, health, and emotional
and social needs of students
throughout the district, as evidenced
by:
a. orderly and efficient student entry,

dismissal, meals, class transitions,
assemblies, and recess;

b. school and district buildings that are
clean, attractive, welcoming, and safe;
and safe and supportive learning
environments for all students.

IIIC. Sharing Responsibility
Engages in regular, two-way,
culturally proficient
communication with families and
community stakeholders about
student learning and
performance, that is provided in
multiple formats and reflects
understanding of and respect for
different families’ home
languages, culture, and values.

IVC. Continuous Learning
Develops and nurtures a culture in
which staff members are reflective
about their practice and use student
data, current research, best practices
and theory to continuously adapt
instruction and achieve improved
results, as evidenced by:
a. Supporting regular opportunities for

administrators and teams to reflect on
and collaborate around the
effectiveness of a wide range of
practices related to instruction and
student learning, and

b. Engaging in their own continuous
learning to improve leadership practice.



ID. Evaluation
Provides effective and timely
supervision and evaluation of all
staff in alignment with state
regulations and contract
provisions, as evidenced by:

a. Support to all administrators in
developing SMART goals aligned
to school and district priorities,

b. Guidance, support and
monitoring for all administrators
to ensure they observe and
provide useful feedback to
faculty and staff, and

c. Frequent observations of and
feedback to administrators on
effective leadership practice

IIB. HR Management &
Development

Monitors and supports the
implementation of a cohesive
approach to recruitment, hiring,
induction, development, and
career growth that promotes
high-quality and effective practice,
as evidenced by districtwide
systems that support:

a. Hiring and retaining a
diverse workforce;

b. Comprehensive induction
supports for new educators;

c. Job-embedded professional
development aligned with
district goals; and

d. Distributed leadership
opportunities to support
educator career growth.
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School Committee
Roles and Responsibilities

Goal-Setting

Thursday, August 29, 2024
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Municipal 
Legislature 
for Schools



Student 
Achievement 
& Outcomes

Why Are 
We Here?
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Agenda
Roles & Responsibilities

The Big Picture
•     Goals
•     Policy
•     Personnel
•     Budget
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School 
Committee 
Purview

•Establish and Monitor Goals
•Enact Policies
•Approve and Monitor Budget
•Hire and Evaluate Superintendent
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Understanding & Respect for Roles
COMMITTEE

Governance

(Means)
Mission & Vision

Goals
Policy
Budget

   What? Why? How Much?

“Bridge” between 
community and 
superintendent 

AUTHORIZE (Vote)
MONITOR

SUPERINTENDENT
Management

(Methods) 
Strategies

Action Plans
Regulations
Procedures

   How? Who? When? 
Where?

“Bridge” between staff 
and committee

RECOMMEND
IMPLEMENT

TRUST & RESPECT

TRUSTTRUST

COMMUNITY 
TRUST

6



TRUST

Understanding & Respect for Roles
COMMITTEE

• Power exercised through 
official action at properly 
posted meeting

• Govern through policy
• Financial resources
• Engage the community
• Sustain SC/Superintendent 

Relationship
• Employer of Record

INDIVIDUAL MEMBER

• No individual authority
• No greater power than any 

other qualified voter
• Contribute to and 

communicate vision and 
goals

• Ask critical questions
• Support committee 

decisions
• Be dedicated to the work on 

behalf of students
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If every meeting is a chapter in your story, 
what’s your story about?
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How Will 
You 

Build Your 
Story
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Effective 
School 
Committees
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Vision

Accountability

Relationships

Data

Collaboration
Trust and 
Respect



Effective 
School 
Committees
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Student Achievement 
Focused Meetings

Goals Alignment and 
Monitoring

Self Governance

Evaluation
• Professional Development



Before 
Meetings

• Planning an efficient 
meeting

• Developing and placing 
items on the agenda

• Getting questions 
answered before the 
meeting

• Receiving supporting 
material before the meeting
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Planning Each 
Meeting

Agenda Format

• Consent agenda
• Time estimate
• Information or action item

Relations to Goals

Guidelines for staff presentations

Operating Protocols
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Plan 
Your Year

✔Goals

✔Budget

✔Policy

✔Evaluation
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Why Establish a 
Year-long Agenda?

Meeting time is a precious governance 
resource:  A meeting is one chapter in an 
unfolding story of your district.

Monitoring progress increases chances that 
the district will achieve its goals.

Scheduling presentations provides you and 
the public with the opportunity to 
see/understand evidence of progress being 
made.

Keeps the focus of meetings on students!
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Policy
“The School Committee in each 

city and town and each 
regional school district 
shall….establish 
educational goals and 
policies for the schools in 
the district consistent with 
the requirements of the law 
and statewide goals and 
standards established by the 
board of education.”  MGL 
71:37
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Policy Is…
• Clear statements that set forth 

the purposes and prescribes, in 
general terms, the organization 
and programs of a school 
district.

• Creates a framework within 
which the Superintendent and 
staff can discharge duties with 
positive direction.

• Adopted by the Committee.

District Policy Manual 

Student Handbooks

Collective Bargaining Agreements

Strategic Plans

Official Goals and Objectives, Mission  
and Vision Statements

School Committee Minutes (Motions, 
Orders)

Grant Applications (e.g., Race to the Top)

Legal Documents Filed For You by 
Counsel

Directives of the Superintendent

Past Practices

Regional Agreements

Town Charters

Budget
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When reviewing current policy ask:
• Is it legal ?
• Does it reflect current practice?
• Is it working? 
• If not, what needs to be changed?
• Do we need it? 
• Don’t be afraid of repealing policies that are no 
longer relevant (Sometimes “less is more” )
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Personnel
“The School Committee 

…shall employ a 
superintendent of 
schools and fix his 
compensation. A 
superintendent…shall 
manage the system in a 
fashion consistent with state 
law and the policy 
determinations of that 
school committee. MGL 
71:59
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Personnel
School Committee Responsibilities
Hire and Contract with Superintendent 

Hire and Retain Legal Counsel

Advise and Consent:
      Assistant Superintendent
      School Business Manager
      Special Education Director
      School Physician, Nurses, 
        Attendance Officer

Establish Personnel Policy
Establish “Compensation”
Employer of Record

Warwick PS Org Chart
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Personnel
Superintendent Responsibilities

Hired by the School Committee 
Chief Executive Officer
Management of Schools
Authority Over Personnel
Supervises Principals
Implements Policy
Initiates Budget Proposal
Manages Approved Budget Warwick PS Org Chart
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When the lines between 
Policy and Procedure Blur

• The lines of distinction between policy 
making and administration can blur in many 
cases, especially where the law provides no 
detailed delineation. 

• Differences of opinion should be identified 
and worked out.
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Budget
“The school committee in each city 

and town and each regional school 
district shall have the power to 
select and to terminate the superintendent,
shall review and approve budgets
for public education in the district and 
shall establish educational goals and policies
for the schools in the district consistent with the 
requirements of law and statewide goals and standards 
established by the board of education. MGL 71:37
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Your Budget is a Policy Document
The spending your district is 
done in order to carry out 
your district goals as 
determined each year by the 
School Committee. 

Those two responsibilities are 
directly linked to one another. 
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Fiduciary Responsibility
Fiscal Policy
Final Budget Approval
Monitor 

✔ Ensure accuracy
✔ Transfers
✔ Warrants

Budget Responsibilities
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Goal Setting
“The School Committee in each 

city and town and each 
regional school district 
shall….establish educational 
goals and policies for the 
schools in the district 
consistent with the 
requirements of the law and 
statewide goals and standards 
established by the board of 
education.”  MGL 71:37
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Why Set Goals?

Goals let employees and the community know where the district is 
headed and what its priorities are.

Goal setting is the process by which a school board exercises 
leadership.  Goals frame the work of the Committee. 

Setting goals enables the board and superintendent to keep 
the district on a continuous improvement track.



STUDENT 
IMPROVEMENT

TEACHER GOALS

   ADMINISTRATOR                                    
G     GOALS

SUPERINTENDENT 
& SC GOALS

DISTRICT STRATEGIC 
PLAN  & PRIORITIES

Why
Goals 
Alignment

28



Strategic Plan



30



Greenfield School Committee

Specific

S
G

Measurable

M
O

Attainable

A
A

Relevant

R
L

Time-based

T
S

What do
you want to
do?

How will
you know
when you
have
reached it?

Is it in your
power to
accomplish
it?

Is it relevant
to the work
of the
district and
schools?

When
exactly do
you want to
accomplish
it?

SMART is an acronym that you can use to guide your goal setting.

To make sure your goals are clear and reachable, each one should
be:

● Specific (strategic)
● Measurable (meaningful)
● Attainable (action-oriented)
● Relevant, (realistic, results-focused)
● Time-based (tracked)

SMART goals become SMARTER if you build in time to Evaluate and
Review the progress at agreed upon times.
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1. Specific

Your goal should be clear and specific, otherwise you won't be able to focus
your efforts to achieve it. When drafting your goal, try to answer the five "W"
questions:

● What do I want to accomplish?
● Why is this goal important?
● Who is involved?
● Which resources or limits are involved?

2. Measurable

It's important to have measurable goals, so that you can track your progress
and stay motivated. Assessing progress helps you to stay focused.

A measurable goal should address questions such as:

● How much?
● How many?
● How will I know when it is accomplished?

3. Achievable

Your goal also needs to be realistic and attainable to be successful.

An achievable goal will usually answer questions such as:

● How can I accomplish this goal?
● How realistic is the goal, based on other constraints, such as financial

factors?

4. Relevant

This step is about ensuring that your goal matters to you, and that it also aligns
with other relevant goals.

A relevant goal can answer "yes" to these questions:

2



● Does this seem worthwhile?
● Is this the right time?
● Does this match our other efforts/needs?
● Is it applicable in the current socio-economic environment?

5. Time-bound

Every goal needs a target date, so that you have a deadline to focus on and
something to work toward.

A time-bound goal will usually answer these questions:

● When?
● What can I do six months from now?
● What can I do six weeks from now?
● What can I do today?

6. Evaluate

Establish periodic check-ins, perhaps quarterly, to help you stay focused and on
track. This also allows adjustments to the goal if necessary. These extra steps
can help to improve future goal setting by understanding what went well and
what might have been better.

● Have we moved the goal/work forward?
● Have there been roadblocks?
● How do we move forward?

7. Review

Goal accomplishment by looking at products of your work.

● Who/what did this goal affect?
● What were the areas of improvement?
● What might we have done better?
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PROPOSED DRAFT GOAL
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________

1. Use of Data. What data will I review to help identify this goal area?
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________

2. Specific and Strategic. What will the goal accomplish? Is my goal too broad or is it
narrowed in focus? What SIP or department goal does this goal support?
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________

3. Measurable. How will you measure whether or not the goal has been reached (list at least
two indicators)?
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________

4. Action-Oriented. What key actions, required to achieve the goal, are stated?
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________

5. Relevant, Realistic and Results Focused. What is the result (not activities leading up to the
result) of the goal? Is my goal achievable? Is it realistic?
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________

6. Time bound (tracked): What is the established completion date and does that completion
date create a practical sense of urgency? When are the benchmark dates and how will I
track progress?
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________

Revised Proposed Goal:
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
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What effective school boards get right
Lessons about effective governance from Napa Valley and San José
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Kindergarten students in San Jose Unified School District. (EdSource File photo.) Credit: Liv Ames / EdSource

Over the next several months, high-profile political races will command the public’s attention. But one set of races at
the local level might be just as consequential: local school board elections.

Too many of us are flying blind when making school board ballot decisions. Few of us can say we regularly attend our
local school board meetings (and those that do rarely represent the larger community). There is little research about
school boards and limited public understanding of what the role of a school board entails. Although it seems like there
are more news stories about school boards than ever before, those accounts unfortunately focus on disruption and
dissension. Tales about recent recall votes, a fight about which books to teach, or a board meeting turning violent
reveal that many school boards have become battlegrounds for political issues beyond K-12 education.

Now is an opportune time to build greater awareness of what school boards do and the positive impact of effective
governance. Fortunately, there are strong examples from which we can learn. The California Collaborative on District
Reform released a case study of two California school districts — Napa Valley and San José Unified School Districts —
with strong reputations among peer superintendents as having highly functional superintendent–school board
relations. The case study illuminates the kinds of practices governing teams in other districts can adopt and the
general public can reward in their voting.

Commit to shared priorities. The pressures facing school districts — including from the pandemic, educator
shortages, a daunting fiscal outlook, and others — are more intense than at any time in recent memory. These
pressures often lead districts to fragment their work or, in an attempt to address every concern, do none of them well.
In San José Unified and Napa Valley Unified, the governing teams orient their work around a shared mission, vision
and values that help create focus and coherence in what could otherwise be an overwhelming environment. Both
districts illustrate that school boards and their communities can work toward a shared vision more effectively with
clearly defined priorities.

Establish and embrace norms for behavior. Just as important as what a governing team does is how it does its work.
Napa Valley Unified and San José Unified both commit to shared norms for working together that keep them
accountable for acting in the best interests of their communities. These norms include treating each other with respect,
clearly defining what their role does and does not entail, and embracing a commitment to sharing information
transparently. The norms help them maintain focus, navigate disagreement in healthy ways, and model behavior that
districts seek to develop in their students.

Invest in early and recurring onboarding experiences. November elections will shift the composition of the
governing teams in many districts, which can potentially undermine the commitment to both priorities and norms. To
avoid this, newly elected trustees in San José Unified and Napa Valley Unified undergo district-specific onboarding
processes that include one-on-one meetings with the superintendent and members of the central office and a
California School Boards Association (CSBA)-facilitated Good Beginnings workshop to form relationships with one
another and co-develop norms for how they will work together. A strong onboarding experience fosters role clarity,
establishes a foundation for the governing team to work collaboratively, and communicates to constituents what the
school board role involves and how it can best serve the community.

Lean on internal commitments to navigate challenges. The two districts’ strong sense of role clarity and their
commitment to priorities and norms allow them to better navigate periods of struggle. Representatives from Napa
Valley Unified described the painful decision to close schools in 2019 and 2021; San José Unified governing team
members recalled an intense series of votes about police presence on school campuses. These difficult experiences
tested the governing teams’ norms and values, but board members reported they would have been much harder
without the practices, processes and commitments they had made prior.

https://www.usnews.com/education/k12/articles/the-school-board-explained
https://www.ocregister.com/2024/03/27/rick-ledesma-and-madison-miner-are-removed-from-orange-unifieds-board/
https://www.cbsnews.com/losangeles/news/temeculas-school-board-president-is-recalled/
https://edsource.org/2023/temecula-board-again-votes-to-reject-textbooks-despite-warnings-from-newsom/
https://www.latimes.com/california/story/2023-06-20/glendale-school-board-meeting-once-again-ground-zero-for-dueling-lgbtq-protests
https://cacollaborative.org/publications/school_board_governance
https://www.nwea.org/uploads/Educations-long-covid-2022-23-achievement-data-reveal-stalled-progress-toward-pandemic-recovery_NWEA_Research-brief.pdf
https://e4.northwestern.edu/2023/04/05/k-8-pandemic-learning-trends/
https://www.mckinsey.com/industries/education/our-insights/covid-19-and-education-the-lingering-effects-of-unfinished-learning
https://learningpolicyinstitute.org/product/california-teacher-shortages-response-report
https://www.rand.org/pubs/research_reports/RRA956-13.html
https://lao.ca.gov/Publications/Report/4819
https://www.csba.org/en/TrainingAndEvents/ContinuingEducation/GovernanceConsultingServices#gsc.tab=0
https://napavalleyregister.com/news/local/napa-s-harvest-middle-school-to-close-after-2021-22-year-river-school-to-become/article_d7ba5d5c-2b99-50a7-a5c9-0e48d9c7b15a.html
https://www.mercurynews.com/2022/07/11/the-latest-twist-in-police-presence-at-san-jose-unified-schools-theyre-still-here/


We welcome your comments. All comments are moderated for civility, relevance and other considerations. Click here for EdSource's Comments

Policy.

This fall, voters will determine who represents them in crafting local school policy.

Now is the time for district leaders, trustees and voters to ask themselves some critical questions: Do members of my
community understand what the work of the school board entails? Do they understand what a commitment to
problem-solving enables the district to do? And will their voting reflect those kinds of behaviors and commitments?

By building awareness, fostering understanding, and equipping voters to make informed decisions on behalf of their
communities, we can help cultivate governing bodies that will prioritize problem-solving over dysfunction, compromise
over grandstanding, and student needs above all.

•••

Joel Knudson is a principal researcher at American Institutes for Research and the chair of the California
Collaborative on District Reform, a learning community of researchers, practitioners, policymakers and funders
dedicated to improving instruction and student learning for California’s school systems.

Marina Castro is a research analyst at American Institutes for Research, a nonpartisan and not-for-profit social
science research organization, and a staff member of the California Collaborative on District Reform.

The opinions in this commentary are those of the authors. If you would like to submit a commentary, please review
our guidelines and contact us.

SHARE ARTICLE REPUBLISH

EdSource Special Reports
VIEW ALL
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I did my dissertation in 1999 on the behaviors of high performing school boards. I found many of these characteristics back then. It led to the

addition of new training modules in the governance training at CSBA. Also, it guided my 16 years of service on the board of Pittsburg Unified

School District.

Laura Stephenson Canciamilla 2 days ago


Having been in education for over 50 years, I can assure you that highly functioning school boards who have a laser focus on student

academic achievement are few and far between. Most school board members become elected because they have narrow personal agendas

they hope to influence or see governance at the local school board level as a steppingstone to higher office. Many members enjoy the

trappings of leadership and seek adulation from basically everyone. San Jose … Read More
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
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California’s community colleges are barred by state law from offering bachelor’s degrees in fields like education and nursing, even in remote areas without a
four-year university. That’s not the case in Washington.

SAN BERNARDINO COUNTY: GROWING HOT SPOT FOR SCHOOL-RUN POLICE

Why open a new district-run police department? “We need to take our safety to another level.”

SAFETY CONCERNS ON THE RISE IN LAUSD; CARVALHO LOOKS TO POLICE

The Los Angeles Unified School District has reinstated police to two of its campuses — continuing an ebb and flow in its approach to law enforcement.

GOING POLICE-FREE IS TOUGH AND ONGOING, OAKLAND SCHOOLS FIND

Oakland Unified remains committed to the idea that disbanding its own police force can work. Staff are trained to call the cops as a last resort.
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