
Using research as our guide, we will explore effective governance practices, common 
challenges, and practical strategies to support strong System Education Leader and Board 
relationships within a school authority.

Collaborative 
Governance



Information is from our perspective and not Alberta School Boards Association or 
any other organization.

Reflections and advice from “experienced Superintendents/System Education 
Leaders”

Dr. Rita Marler rita@jamconsulting.ca (780) 608.9990
Karl Germann   KarlGermann27@gmail.com  (780) 518.3691



AGENDA

Part 1: Board/Superintendent Relationship

Part 2: Effective Governance Practices
Your Turn #1

Part 3: Common Challenges
Your Turn #2

Part 4: Practical Solutions
Your Turn #3



Part 1: Board/Superintendent 
Relationship



It is the cornerstone of a functional school district with a direct impact on:
• student achievement
• financial stability
• operational efficiency

A strong, trusting partnership ensures:
• aligned strategic goals
• clear communication
• collaborative leadership

An effective relationship: 
• prevents governance dysfunction 
• reduces turnover
• fosters a positive educational environment

Why is the relationship so important?



➢ Keep focused on student outcomes

➢ Create role clarity

➢ Collaborate

➢ Be the connection

➢ Build board capacity

➢ Clearly communicate

➢ Proactively succession plan

➢ Lead

So how do you create an effective 
relationship?



➢ Know your trustees and why they ran

▪ Extrinsic vs intrinsic motivations

➢ Few trustees truly know or understand what governance is

➢ Boards really only have 3 roles:

➢ Political advocacy

➢ Fiduciary duties

➢ Financial literacy

Things to be aware of..



Part 2: Effective Governance Practices



The Superintendent Leadership Quality Standard



G-TEC Policy:   Governing through Engagement & Collaboration

Policy 2: The Role of the Board



Policy 2 (Board) & Policy 12 (Superintendent)

POLICY 2: ROLE OF THE BOARD
”ASBA”

Specific Areas of Responsibility

1. Accountability for Student Learning and 
Wellness

2. Community Assurance

3. Accountability to Provincial Government

4. Fiscal Accountability

5. Board/ Superintendent Relations

6. Board Development

7. Policy

8. Political Advocacy

9. Selected Responsibilities

Specific Areas of Responsibility
1. Student Learning 

2. Student Wellness

3. Fiscal Responsibility

4. Personnel Management

5. Policy/ Administrative Procedure

6. Superintendent/ Board Relations

7. Strategic Planning & Reporting

8. Organizational Management

9. Communications & Community Relations

10. Leadership Practices

11. Selected Responsibilities

Policy 12: Superintendent 
”ASBA”



1. Preserving, reshaping when necessary, and monitoring the achievement 
of the school authority’s vision, mission, core values & priorities (ASBA 1. 

Student Learning & Wellness)

Board members need to make certain that a Strategic Plan is in place 
describing how the organization will fulfill its mission going forward. In 
addition, Board members should measure each proposed action against 
both the organization’s mission and its approved Strategic Plan.

Effective Governance Practices: what the research 
tells us (comparing research to ASBA’s Policy 2)





2. Selecting & evaluating the Superintendent/ CEO 
(ASBA 5. Board/ Superintendent Relations)

  Section 33 (1) (j) “recruit the superintendent and trust the day-to-day 
management of the School Authority to the staff through the 
Superintendent”

Key: the Role of the Superintendent (policy) and your contract need to indicate how often 
and how you will be evaluated.

 Year 1, significant. Years 2 & 3, light. Year 4, significant. 
 Focus on evidence and structured questions.
 Focus on strengths-based.

Effective Governance Practices: what the research 
tells us (comparing research to ASBA’s Policy 2)



3. Ensure the school authority is well-managed  (ASBA 1. Student Learning & Wellness, 2. 
Community Assurance, 3. Accountability to Provincial GOA, 4. Fiscal)

While the board does not manage the organization, it should be satisfied that the 
organization is managed effectively. The board needs to ask enough questions to satisfy 
itself that:

• A sufficient number of qualified staff are assigned to key task
• Resources are allocated through a realistic budget, consistent with the mission
• Internal controls are placed to prevent fraud or noncompliance comp
• Proper ethical and governance standards are followed,
• The programs of the organization have included defined purposes, and the purposes are 

being achieved.

4. Set the tone at the top (ASBA 2. Community Assurance, 6. Board Development)

  The board needs to be clear and unequivocal of its commitment to hold itself in 
management to the highest fiduciary and ethical standards.

 
 It must communicate this commitment to the entire organization. In virtually all cases of 

organizational fraud or wrongdoing, as strong contributing factor as a lot of such clarity 
from leadership.

Effective Governance Practices: what the research 
tells us (comparing research to ASBA’s Policy 2)



5. Represent the School Authority to the external community and the 
community to School Authority ( ASBA 2. Community Assurance, 8. Political Advocacy)

 The board must serve a bridge to the community. Board members 
advocate on behalf of the organization, helping to raise awareness of 
its mission, often by being involved in formal consultations and 
advocating to key constituents.

6. Protect the school authority from external threats (all areas ASBA #1-8 & d. Select 
Responsibilities)

  Issues arise that threaten the autonomy, services, or good name of an 
organization such as scandals involving the organization or similar 
organizations or political attacks for the purposes or programs of the 
organization. Board members need to step forward to explain and 
defend the organization.

Effective Governance Practices: what the research 
tells us. (comparing research to ASBA’s Policy 2)



7. Exercising financial stewardship (ASBA 4. Fiscal Accountability)

 The board he is responsible for approving the budget template and 
challenging a substances in the template as well as major financial 
transactions.

 Key documents include the Education Plan, the Annual Results Report, 
GOA Budget template, the Audited Financial Statement, and 
management prepared Quarterly Fiscal Updates.

8. Approve key policies and bylaws (ASAB 7. Policy)

  Management writes key governance related procedures:
 100 General Administration  400 Personnel & Employees
 200 Instructional Programs & Materials 500 Business procedures
 300 Students    600 Transportation procedures

Effective Governance Practices: what the research 
tells us. (comparing research to ASBA’s Policy 2)



9. Ensure appropriate succession plans are in place for management 
(ASBA 5. Board/ Superintendent Relationships)

 The board should ensure that management has developed succession plans for 
all key members of senior leadership. Often done through a Senior Leadership 
Academy that includes targeted professional development.

10. Review results achieved by management 
(ASBA 1. Accountability for Student Learning & Wellness)

  Look forward, is responsible for assessing Senior leadership’s efforts and 
progress towards efficiency and effectiveness, improve improvements that 
support the achievement of operational, strategic, and mission goals.

 Assurance reports (Inclusive, FNMI, Student Achievement/ Satisfaction/ HR & 
Occupational Health & Safety, Faith Permeation, Quarterly Financial, 
Operational/ Capital Reserves, Transportation)

Effective Governance Practices: what the research 
tells us. (comparing research to ASBA’s Policy 2)



11. Complete a Board Skills Matrix (ASBA Policy 2 reference 5. Board Development)

 Cliffton Strengths, 4Di, other

Effective Governance Practices: what the research 
tells us. (comparing research to ASBA’s Policy 2)





Effective 
Governance 
Practices:
Your turn #1 

Turn to the person next to you and discuss,

 1. Which of the governance practices is the 
most difficult for you right now?

2. What question do you have for the 
facilitators?



Part 3: Common Challenges



• Effective Boards are both Smart & Healthy
• Healthy = high level of trust, candor, Board/ Management relationship, Board member dynamics

• Trustees who run for office based on a single issue

• Trustees who were or want to be an administrator

• Trustees (Chair & Vice) who disregard policy or frequently amend policy

• Trustees wanting to be a media spokesperson, even to school councils or staff/ 
community

• Trustees not provided with Choice 

Common challenges



Common 
Challenges:
Your turn #2
1. What are some challenges you (or 
your previous System Education 
Leader (Superintendent or other) 
experienced with respect to the 
Board?

2. What question do you have for 
the facilitator?



Part 4: Practical Solutions



Where the Board spends their time, and your time, matters …

1. Set the overall direction of the school system through the development of a Board  
Strategic Plan that will inform the school authority’s Education Plan. 
Revisit vision, mission, core values and Board “strategic priorities”. Strategic actions and methods left up to the 
Superintendent.  

2. Set the Annual Budget, which determines how resources are allocated to schools and 
programs. Demonstrates accountability to the community, government, students and staff

3. Demonstrate Accountability for Student Learning through 
  a. Monthly Monitoring Reports (HR/OH&S, Inclusive Education, Literacy/Numeracy, 

    First     Nation, Metis & Inuit, Transportation, etc.)
  b. Annual Education Results Report (AERR). Auditor General’s Report March 2025 (non-compliance with 

assurance        reporting)

4. Demonstrate Fiscal Accountability through Audited Financial Statements, the Audit 
Committee, and Quarterly Fiscal updates.

5. Foster healthy Board/ Superintendent relationships. 
Foster healthy interpersonal relationships & stakeholder relationships, help the Board with their strategic plan, operate Boa rd 
committees & have select Board representation in the community, embrace Board development, and review/ learn & update 
Board policies (G-TEC), advocate for public education & local governance, and advocate for more funding & facilities. 

Practical solutions



Keep your Board focused (where they spend your time, and their time, matters)

• Draft the Agenda for review by the Chair and Vice.
• Pay attention to the “order”

• Embrace an Annual Work Plan and Advocacy Plan (speaking notes!)
• Ensure a select group of policies are reviewed (not edited) monthly– great Vice Chair role 

• Formulate Assurance Reports for the Annual Work Plan
• Sept (Health & Safety, HR    Oct (Transportation, Early Learning)

• Nov #1 (Student Achievement & Supplementary Measures) Nov #2 (Audit Committee and AFS) 
• Dec (receive IMR Expenditure plan,)   Jan (Literacy & Numeracy)

• Feb (Indigenous Education)    March (draft GOA Budget Template)

• April (Inclusive Education)    May (final Budget Template, Education Plan)

• June (Board & Superintendent annual evaluation)  Fiscal Quarterly December, March, June, Sept (?)

• Board members attend Back-to-School events and Holiday season events

• Support & sit by your Chair (support Effective Governance)

Never meet without the Superintendent, unless contract or evaluation summary

• note ICD.D training – Executive Board Training- can be an issue

Practical solutions



• Set the vision and 
strategic directions.

• Validates the strategy 
through the lens of 
the strategic 
directions and vision.

• Monitors 
performance and 
outcomes. 

• Responsible for the 
strategic planning 
process.

• Develops strategies to 
achieve the board’s 
direction and vision.

• Executes on the 
strategy.

• Reports regularly to 
the Board

• Supports the 
Superintendent on 
the implementation 
of strategy.

• Executes on strategy  
in detail via Plans & 
Initiatives

• Reports regularly to 
the System Leaders

Strategy Continuum: Governance to Execution

Board of Trustees

Strategic Oversight

Superintendent

Strategic Leadership

System Educational Leaders & School Leadership

Implementation & Continuous Improvement



1. What should you do when a 
Board member or the Chair permits 
a Board member to cross the “thin 
red line”?

Practical 
Solutions:
Your turn #3



Thank you!!

Questions?
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