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I. Unity of Purpose 
Unity of Purpose is a common focus, overarching goals, and the values 
and beliefs governance team members share about children, the district 
and public education that help them transcend their individual differences 
to fulfill a greater purpose. 
 

A.  Mission 

The Pierce Joint Unified School District is committed to a positive 
student-centered environment where every student will achieve their 
highest educational goals by providing a highly qualified staff and 
healthy learning environment.  Parents and community members are 
encouraged to be an active part of our educational community. 

 

B.  District Goals 
1. Pierce Joint Unified School District students will graduate high 

school college and career ready. 
2. Pierce Joint Unified School District students will feel a sense of 

connectedness academically, socially, emotionally, and physically 
in their schools. 

3. Pierce Joint Unified School District will engage families and 
members of the greater school community as educational partners. 

 

C.  Governance Team Unity of Purpose 
 Our shared purpose is to have the best learning environment for all 

students. 

 We want to build trust and move the district forward. 

 We want to become an effective team. 

 We want to understand our collective responsibilities. 

 We want to be a team with a common focus so that we are not a 
distraction to the district or community but a catalyst for the     
focused efforts of employees. 

 We want the community to be able to see evidence of our focused 
direction. 

 We want to be partners with the staff in positive change. 

 We want to oversee the putting together of a first rate program and 
first rate facilities, ensuring that we continue to improve. 

 We want to perpetuate a legacy of positive culture as people come 
and go. 
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D.  Setting Direction for the District 

It is the role of the Board of Trustees (the “Board”) to bring the be-
liefs, values and wishes of the community to the Board table.  There-
fore, it is the responsibility of the Board to periodically ensure all 
stakeholders (i.e., parents, community members, staff and students), 
have been given the opportunity to express their desires about the 
education the Pierce Joint Unified School District (the “District”) 
should provide for our community’s children.  The Board can then 
make sure the community’s perspective is reflected in the District’s 
direction-setting documents. 

 

Gathering community input might involve holding focus groups, a 
town hall forum or a community conference. 

 

If community members are brought together to provide input, it is 
vital to provide follow-up communications explaining how the infor-
mation was utilized and shat progress is being made on District   
objectives. 
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II. Roles and Responsibilities 
Citizen oversight of local government is the cornerstone of democracy in 
the United States.  The role of the trustees who sit on locally elected 
school boards is to ensure school districts are responsive to the values, 
beliefs and priorities of their communities.  Boards fulfill this role by 
performing five major responsibilities.  These are setting direction; estab-
lishing an effective and efficient structure; providing support; ensuring 
accountability; and providing community leadership as advocates for 
children, the school district and public schools.  
 

These five responsibilities represent core functions that are so fundamen-
tal to a school system’s accountability to the public that they can only be 
performed by an elected governing body.  Authority is granted as a 
whole, not each member individually.  Therefore, board members fulfill 
these responsibilities by working together as a governance team with the 
superintendent to make decisions that will best serve all the students in 
the community.   
 

A.  Set the Direction for the Community’s Schools 

 Focus on student learning 

 Assess needs/obtain baseline data 

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

 Ensure an appropriate inclusive process is used 

 Ensure these documents are the driving force for all district     
efforts 

 

B.  Establish an Effective and Efficient Structure for 
the School District 

 Employ and support the superintendent 

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

 Oversee the development of and adopt policies 

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

 Establish budget priorities, adopt the budget and oversee facilities 
issues 

 Provide direction for and vote to accept collective bargaining 
agreements 
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C.  Provide Support Through Our Behavior and 
Actions 

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

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

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

 Ensure a positive working climate exists 

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

 

D.  Ensure Accountability to the Public 

 Evaluate the superintendent 

 Monitor, review and revise policies 

 Serve as a judicial and appeals body 

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

 Monitor and adjust district finances and periodically review 
facility issues 

 Monitor the collective bargaining process 

 

E.  Act as Community Leaders 

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

 Engage and involve the community in district schools and ac-
tivities 

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

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

 Advocate for children, district programs and public education 
to the general public, key community members and local, state 
and national leaders 
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III.  Positive Governance Team Culture 
Culture is the positive or negative atmosphere created by the way people 
in an organization treat each other.  Teams have unwritten (implicit) or 
written (explicit) agreements about how they will behave with each other 
and others.  These behavioral ground rules, often called norms, enable 
teams to build and maintain a positive culture or shift a negative one.   
 
Because the community elects school board members to set and monitor 
the direction of the school district, and the district superintendent trans-
lates all efforts into action, it is vital that the board and superintendent 
have a respectful and productive working relationship based on trust and 
open communications. 
 

IV.  Governance Team Norms and Protocols 
The Board of Trustees for the Pierce Joint Unified School District is en-
trusted by the community to uphold the constitutions of California and 
the United States, to protect the public interest in schools, and to ensure 
that a high quality education is provided to each student. 
 
The Board and Superintendent must function together as a governance 
leadership team in order to effectively meet district challenges.  Agreed 
upon behaviors, or norms, and operating procedures, or protocols, sup-
port consistent behaviors and actions among team members.  The purpose 
of the Pierce Joint Unified School District governance team agreements is 
to ensure a positive and productive working relationship among board 
members, the superintendent, district staff, students, and the community. 
 

A.  Governance Meeting Norms 
 Trustees will respect each other’s opinion. 

 Trustees will conduct themselves in a fair, positive, and profes-
sional manner. 

 Trustees agree to be able to disagree, but not to be disagreeable. 

 Trustees will act in a positive and professional manner. 

 Trustees will accept Superintendent’s role as a leader and pro-
mote it by action. 

 Trustees will honor the Brown Act. 

 Trustees will follow the chain of command. 

 Trustees will maintain confidentiality. 
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B.  Protocols for Effective Governance 
1. Handling concerns from the public and staff 
  
 Principles:  Board member s should be responsive to the 

community and be good listeners.  It’s important for members 
of the governance team to be consistent in their responses to 
staff and the community.  Board members need to stay within 
their function and not attempt to personally “fix” the problem.  
There are staff members whose job it is to remedy or deal with 
student and staff situations.  Students and staff members have 
due process and confidentiality rights that cannot be violated.  
The school board is potentially the “Court of Last Resort” and 
members who have been too involved early in the situation 
may not be able to participate in a final hearing. 

 
Protocol: 

 When someone complains to us, we will listen careful-
ly, remembering we are only hearing one side of the 
story, and then we will direct that person to the staff 
member in the district most appropriate and able to 
help them resolve their concern. 

 We will make sure they understand the appropriate 
order of whom to contact (teacher, then principal, then 
district staff) and are aware of any formal forms or pol-
icies that might assist them (e.g., written complaint 
form). 

 This will ensure everyone is treated fairly, equally and 
expeditiously and that the processes and procedures of 
the district are upheld. 

 It will also clarify that one board member has no indi-
vidual authority to fix a problem. 

 As a representative of the public, it is important that the 
board member invite the person with the complaint to 
ultimately get back to him if the issue is not resolved. 



10 

B.  Protocols for Effective Governance (continued) 

2. Visiting Schools 
 
 Principles:  Visiting schools reminds board member s that 

the students and learning are our primary focus.  We can ob-
serve programs that are moving us toward the achievement of 
our goals, and can show appreciation and recognize people for 
the good work that they are doing.  Each board member 
should have the opportunity to get to know each of the school 
sites and have a range of experiences with each school.  The 
board respects the busy schedule of staff and the anxiety that 
can be created by well-meaning, but unannounced visits to 
schools and/or committee meetings.  It is important to follow 
a consistent process that is respectful of both staff and board 
member time. 

 
Protocol: 

 Board member visits to school sites are encouraged. 

 As a professional courtesy, trustees will call the princi-
pal ahead of time to arrange the visit. 

 Trustees will also be cautious about encroaching on the 
learning environment.  To assist in this matter, the su-
perintendent will ensure principals and teachers know 
that a teacher does not need to interrupt his or her les-
son when a board member visits a classroom. 
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B.  Protocols for Effective Governance (continued) 

3. Bringing up new ideas or agenda items 
 
 Principles:  Board member s should have the oppor tunity 

to bring up new ideas or subjects of interest for future board 
meeting agendas and must understand the process in order to 
do so.  Creating a clearly defined process develops consisten-
cy, maintains trust, and provides a process to think through 
issues that might have merit.  Staff focus, energy and time, as 
well as other district resources must be focused on achieving 
the agreed upon district vision, goals and objectives and 
should not be diluted by new projects or the interests of indi-
vidual board members.  The board as a whole makes the deter-
mination of whether or not items of individual interest are 
added to a future agenda.  We must honor the intent of the 
Brown Act and provide opportunities for members of the staff 
and the public to inform and hear board deliberations on all 
agenda items if they choose to do so. 

 
Protocol: 

 A board member’s first step will always be to discuss 
the new topic or idea with the superintendent. 

 Individual board members may bring up a new idea or 
request a future agenda item by explanation during 
“Items to be Agendized for the Next Regular Meeting” 
at the end of the meeting. 

 The board president will ask the superintendent for 
any comments on the item 

 A majority of board members need to concur to 
place a new item on a future agenda 

 All new ideas or agenda item topics will be weighted 
against their effect on staff’s ability to accomplish the 
district vision and goals. 

     Consideration will include: 

  the impact of the new agenda item or topic on 
agreed upon district priorities and goals; 

 the shift of staff time, and energy away from 
their primary responsibilities relative to 
achieving district goals; and  

 the reallocation of district resources away 
from agreed upon district priorities and goals. 
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Effective Governance System 

www.pierce.k12.ca.us 
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APPENDIX A:   
Pierce Joint Unified School District  
Applicable Board Bylaws 
 
Pierce JUSD BB 9200 Limits of Board Member Authority 
 
The Governing Board recognizes that the Board is the unit of authority 
over the district and that a Board member has not individual authority.  
Board members shall hold the education of students above any partisan 
principle, group interest, or personal interest.   
 
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.  Individual 
Board members shall submit requests for information to the Superinten-
dent.  Board members shall refer Board-related correspondence to he 
Superintendent for forwarding to the Board or for placement on the 
Board’s agenda, as appropriate. 
 
Individual Board members do not have the authority to resolve com-
plaints.  Any Board member approached directly by a person with a com-
plain should refer the complainant to the Superintendent or designee so 
that the problem may received proper consideration and be handled 
through the appropriate district process. 
 
A Board member whose child is attending a district school should be 
aware of his/her role as a Board member when interacting with district 
employees about his/her child.  Because his/her position as a Board 
member may inhibit the performance of school personnel, the Board 
member should inform the Superintendent or designee before volunteer-
ing in his/her child’s classroom. 
 
The Superintendent or designee shall provide a copy of the state’s open 
meeting laws (Brown Act) to each Board member and to anyone who is 
elected to the Board but has not yet assumed office.   
 
Board members and persons elected to the Board who have not yet as-
sumed office are responsible for complying with the requirements of the 
Brown Act. 
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APPENDIX A:  Pierce Joint Unified School Distr ict  
Applicable Board Bylaws 
 
Pierce JUSD BB 9121 President 
 
The Governing Board shall elect a president from among it members to 
provide leadership on behalf of the Board and the educational community 
it serves. 
 
The president shall preside at all Board meetings.  He/she shall: 
1. Call the meeting to order at the appointed time 
2. Announce the business to come before the Board in its proper order 
3. Enforce the Board’s policies relating to the conduct of meetings and 

help ensure compliance with applicable requirements of the Brown 
Act 

4. Recognize persons who desire to speak, and protect the speaker who 
has the floor from disturbance or interference 

5. Explain what the effect of a motion would be if it is not clear to   
every member 

6. Restrict discussion to the question when a motion is before the Board 
7. Rule on issues of parliamentary procedure 
8. Put motions to a vote, and state clearly the result of the vote 
9. Be responsible for the orderly conduct of all Board meetings 
 
The president shall perform other duties in accordance with law and 
Board policy including, but not limited to: 
1. Signing all instruments, acts and orders necessary to carry out state 

requirements and the will of the Board 
2. Consulting with the Superintendent or designee on the preparation of 

Board agendas 
3. Working with the Superintendent to ensure that Board members have 

necessary materials and information 
4. Subject to Board approval, appointing and dissolving all committees 
5. Calling such meetings of the Board as he/she may deem necessary, 

giving notice as prescribed by law 
6. Representing the district as governance spokesperson, in conjunction 

with the Superintendent 
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APPENDIX A:  Pierce Joint Unified School Distr ict  
Applicable Board Bylaws 
 
Pierce JUSD BB 9121 President (continued) 

 
The president shall have the same rights as other members of the Board, 
including the right to move, second, discussion and vote on all questions 
before the Board. 
 
When the president resigns or is absent or disabled, the vice-president 
shall perform the president’s duties.  When both the president and vice-
president are absent or disabled, the clerk shall perform the president’s 
duties. 

 
 

Pierce JUSD BB 9123  Clerk 
 

The Governing Board shall elect a clerk from its own membership at the 
annual organizational meeting. 
 

The duties of the clerk shall be to: 

 Certify or attest to actions taken by the Board when required 

 Maintain such other records or reports as required by law 

 Sign documents on behalf of the district as directed by the Board 

 Serve as presiding officer in the absence of the president and vice-
president 

 Notify Board members and members-elect of the date and time for 
the annual organizational meeting 

 Perform any other duties assigned by the Board 
 
 
 

Pierce JUSD BB 9323  Meeting Conduct 
 
Meeting Procedures 
 

All Governing Board meetings shall begin on time and shall be guided by 
an agenda prepared in accordance with Board bylaws and posted and 
distributed in accordance with the Ralph M. Brown Act (open meeting 
requirements) and other applicable laws.  
 

The Board president shall conduct Board meetings in accordance with 
Board bylaws and procedures that enable the Board to efficiently consid-
er issues and carry out the will of the majority. 
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APPENDIX A:  Pierce Joint Unified School Distr ict  
Applicable Board Bylaws 
 

Pierce JUSD BB 9323  Meeting Conduct (continued) 
 

Quorum and Abstentions 
 

The Board shall act by a majority vote of all of the membership constitu-
tion the Board. 
 

The Board believes that when no conflict of interest required abstention, 
its members have a duty to vote on issues before them.  When a member 
abstains, his/her abstention shall not be counted for purposes of determin-
ing whether a majority of the membership of the Board has taken action. 
 

Public Participation 
 

Members of the public are encouraged to attend Board meetings and to 
address the Board concerning any item on the agenda or within the 
Board’s jurisdiction.  So as not to inhibit public participation, persons 
attending Board meetings shall not be required to sign in, complete a 
questionnaire, or otherwise provide their name or other information as a 
condition of attending the meeting. 
 
In order to conduct district business in an orderly and efficient manner, 
the Board requires that public presentations to the Board comply with the 
following procedures: 
 

 The Board shall give members of the public an opportunity to ad-
dress the Board on nay item of interest to the public that is within the 
subject matter jurisdiction of the Board, either before or during the 
Board’s consideration of the item.  

 

2. At a time so designated on the agenda at a regular meeting, members 
of the public may bring before the Board matters that are not listed 
on the agenda.  The Board shall take no action or discussion on any 
item not appearing on the posted agenda, except as authorized by 
law. 

 

3. Without taking action, Board members or district staff members may 
briefly respond to statements made or questions posed by the public 
about items not appearing on the agenda.  Additionally, on their own 
initiative or in response to questions posed by the public, a Board or 
staff member may ask a question for clarification, make a brief an-
nouncement, or make a brief report on his/her own activities. 
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APPENDIX A:  Pierce Joint Unified School Distr ict  
Applicable Board Bylaws 
 

Pierce JUSD BB 9323  Meeting Conduct (continued) 
  
 Furthermore, the Board or a Board member may provide a reference 

to staff or other resources for factual information, ask staff to report 
back to the Board at a subsequent meeting concerning any matter, or 
take action directing staff to place a matter of business on a future 
agenda. 

 

4. The Board need not allow the public to speak on any item that has 
already been considered by a committee composed exclusively of 
Board members at a public meeting where the public had the oppor-
tunity to address the committee on that item.  However, if the Board 
determines that the item has been substantially changed since the 
committee heard the item, the Board shall provide an opportunity for 
the public to speak. 

 

5. A person wishing to be heard by the Board shall first be recognized 
by the president and shall then proceed to comment as briefly as the 
subject permits. 

 

 Individual speakers shall be allowed three minutes to address the 
Board on each agenda or nonagenda item.  The Board shall limit the 
total time for public input on each item to 20 minutes.  With Board 
consent, the president may increase or decrease the time allowed for 
public presentation, depending on the topic and the number of per-
sons wishing to be heard.  The president may take a poll of speakers 
for or against a particular issue and may ask that additional persons 
speak only if they have something new to add. 

 

6. The Board president may rule on the appropriateness of a topic.  If 
the topic would be more suitably addressed at a later time, the presi-
dent may indicate the time and place when it should be presented. 

 

 The Board shall not prohibit public criticism of its policies, proce-
dures, programs, services, acts, or omissions.  In addition, the Board 
may not prohibit public criticism of district employees. 
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APPENDIX A:  Pierce Joint Unified School Distr ict  
Applicable Board Bylaws 
 

Pierce JUSD BB 9323  Meeting Conduct (continued) 
 

 Whenever a member of the pubic initiates specific complaints or 
charges against an employee, the Board president shall inform the 
complainant that in order to protect the employee’s right to adequate 
notice before a hearing of such complaints and charges, and also to 
preserve the ability of the Board to legally consider the complaints or 
charges in any subsequent evaluation of the employee, it is the poli-
cy of the Board to hear such complaints or charges in closed session 
unless otherwise requested by the employee pursuant to Government 
Code 54957.  The Board president shall also encourage the com-
plainant to file a complaint using the appropriate district complaint 
procedure. 

 

7. The Board president shall not permit ay disturbances or willful inter-
ruption of Board meetings.  Persistent disruption by an individual or 
group shall be grounds for the president to terminate the privilege of 
addressing the Board. 

 

 The Board may remove disruptive individuals and order the room 
cleared if necessary.  In this case, members of the media not partici-
pating in the disturbance shall be allowed to remain, and individuals 
not participating in such disturbances may be allowed to remain at 
the discretion of the Board.  When the room is ordered cleared due to 
a disturbance, further Board proceedings shall concern only matters 
appearing on the agenda. 

 

 When such disruptive conduct occurs, the Superintendent or design-
ee shall contact local law enforcement.  

 
Recording by the Public 
 
The Superintendent or designee shall designate locations from which 
members of the public may broadcast, photograph, or tape record open 
meetings without causing a distraction. 
 
If the Board finds that noise, illumination, or obstruction of view related 
to these activities would persistently disrupt the proceedings, these activi-
ties shall be discontinued or restricted as determined by the Board. 
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