
Kitsap School District #400 
Special Workshop Meeting of the Board of Directors 

January 18, 2014 
Student Support Services 

18360 Caldart Avenue Northeast 
Poulsbo, WA 

 

Minutes 
Present: 
Dan Weedin: Board President 
Scott Henden: Board Vice President 
Bill Webb: Director 
Cindy Webster-Martinson: Director  
Beth Worthington: Director  
 
Patty Page: Superintendent 
Kori Henry: Recording Secretary  
 

Open Meeting at 8:00am 
 

1. Property Discussion: Patty Page 
 KCMT is very interested in pursuing the use of Breidablik School. It is currently zoned as a school so it can 
be used as a daycare, dog kennel, or veterinary clinic according to the zoning requirements. We will have 
to look at rezoning the site for use of anything else. They would want to use the library and kindergarten 
space for the cost of the utilities. They are currently in a lease for one year but they would move even if 
there was a fee exit the lease.  
 
Gymnastics could use the gymnasium for both schools. It is a way to partnership with our community and 
is part of the arts community. It will also pay our utility costs and be cost natural. If we are to lease the 
building the board will have to create a resolution to surplus the portion of the building that is leased. If 
we keep the building and it is used as a use facility for storage, gymnastic, and by KCMT it would fall under 
our use policies. The facility use policy allows us to charge beyond the typical amount for extenuating 
circumstances. We would not be able to give exclusivity for the facility but would allow KCMT to use the 
facility without additional costs.  
 
KCMT is a local company that is very involved in the art here in the community. Parks and Recreation 
through the City may also need use especially for gymnastics and could provide some more funds. There 
is a new place in Kingston that could use some space for gymnastics for the remainder of this year. The 
gymnastics team is our team so insurance is not an issue. We are currently committed to gymnastics but 
we need to have space for them. There are 30 girls on the NKHS gymnastics team. There is a greater 
interest in Kingston as well.  
 
At some point we are going to need space within the next 5-7 years and may need to re-open that school 
with the additional state funding. I don’t think selling the building is a good option at this time. What 
direction would the board like me to go with the property and the use of the facility by KCMT?  
 
The Board is in favor of having KCMT use the facility as well as using the facility for class offerings, 
gymnastics, etc.  
 
I also spoke with Olympic College, the City, and County for other use of the facility. Now that I have 
direction from the Board I will contact KCMT and discuss this further with them. We want to use it for 
public use as a public facility. The school has really good neighbors. The roof is not leaking but the shingles 
are very brittle and we will have to do some patch work. I will meet with them and I will put it on the 23

rd
 

agenda.  
 

 
 



Questions/Topics for the Community Café:  
1. The budget process and how the budget is determined including timelines.  
2. Priority questions regarding the five issues Beth proposed including class sizes, all-day kindergarten, 
technology, maintenance/facilities, and music/art/athletics. 
 
The Board would like to have more topics than questions for the café. Have lifecycle cost for any 
programs that we want to add.  

 
The Board needs to vote on the zero hour so add it to the consent agenda for the January 23

rd
 meeting.   

2. Welcome, Introductions, Review Agenda, Outcomes and Norms 9:00-9:15am 

Items added to the agenda include operating protocols that are written, and what the goals are or should 
be.  

3. Creating Highly Effective Team: Leadership, Decision-making, Teambuilding, Roles and Responsibilities 
9:15-10:15am 

Team building and what type of team this board is. As individuals we all have to contribute and the 
individuality versus the team of 6. What do you as a board needs to do to work as a board? We have to 
work as a team with the public, in executive session, and then how do we interact individual outside of 
the board. We are not facing school closures, bankruptcy, etc. so we can focus on curriculum. We are 
fiscally solid enough this year to add items.  

Myers-Briggs Type Indicator (MBTI) details the type of administrator you are and what type of personality 
prefer that you are. We all have different strengths. You have to turn to the strengths of each board 
member, and what the blind spots are. There are five of you who have been asked to guide this 
educational institution and it is important to know each other a little bit better. It is important to know 
how we process information and this test lets us know that about each other.  

The first set of leadership style questions answers what is your natural leadership style, what are you 
good at, and what strengths and weaknesses do you have? The results are very helpful and will help you 
as a board, highlight your strengths and weaknesses as individuals. The varied personalities of the new 
two board members help us be more diversified.  

The second set of questions are; what leadership styles are required for school board member’s and 
superintendent’s, what are the needs in different situations, what do you have to do to be a successful 
leader?  

Modern leadership demands finding the right balance between both. You need to recognize your own 
strengths and exploit them, but you also need to have an ability to adapt your style to the different 
situations in order to achieve the maximum effectiveness. 

The five dysfunctions of a board are absence of trust, fear of conflict, lack of commitment, avoidance of 
accountability, and inattention to results. As a board you need to focus on results, embrace 
accountability, embracing accountability, achieving accountability, mastering conflict, and building trust. 
You have to trust each other enough to be vulnerable to voice your opinions at meetings. We all respond 
in certain ways and trust is a small slice of what is important from the board.  

As a team you are have to be committed to the goals, and purpose. The commitment for the past two 
years have been to survive, but know that it has improved we will need guidance to move forward. Are 
you following the policies or are you not doing something as a board that could help the function of the 
board. Improved clarity on decisions and policies would help direct the superintendent and staff. Add a 
board protocol that is written so the board understands what is expected of the decision and/or policy.  
 
Accountability is important and coming to the meetings prepared is your responsibility and important. 
Goal setting is important and is necessary. If we are going to hold others accountable it is not personal. 



Clarification on the agenda items, and who will be advising on the various topics would be helpful. 
Knowing your educational background data and student achievement is important and is each board 
members responsibility. Achievement is a concern for all school and then you have to look at the 
individual schools, and having clear goals. Focusing on the rules with accountability has not been our 
strength. The accountability need to have a tolerance of our patience to get results. Engage everyone to 
make education happen. The new evaluation system is supposed to help the district support staff.  

The star test is a good test to see results on improvement. Comparisons are important from year to year 
but also from school to school. Student achievement is very important to the board. We have to make the 
opportunities for success available to every student 

4. Success-based Operating Protocols 10:30-11:30am 

 Creating culture and climate for student success by working with the governance team (board, and 
superintendent), and the management team (superintendent, and senior management), which equal the 
district leadership team. Key functions of the board is to act on behalf of the people of each community, 
the school board will fulfill the following functions: 

Responsible Governance: 
The board, with participation by the community, will envision the future of the school district's 
educational program and formulate goals, define outcomes and set the course for the school district. This 
will be done within the context of racial, ethnic and religious diversity and with a commitment to 
education excellence and equity for all students. 
 
Creating Conditions for Student and Staff Success: 
To achieve the vision, the board will establish a structure which reflects local circumstances and creates 
an environment designed to ensure all students the opportunity to attain their maximum potential 
through a sound organizational framework. This includes employing a superintendent, developing and 
approving policies, formulating budgets, setting high instructional and learning goals for staff and 
students, and nurturing a climate conducive to continuous improvement. 

 
High Expectations for Student Learning: 
The board will continuously articulate the belief that all students can learn and that each student’s 
learning can improve regardless of existing circumstances or resources. The board will act as leaders of a 
vision of shared learning that is supported by individual schools and the community. 

 
Accountability for Student Learning: 
The board's accountability for student learning will include adopting a system of continuous assessment 
of all conditions affecting education, including assessments for measuring staff and student progress 
towards goals. The public will be kept informed about programs and progress. Staff and board training will 
be provided to ensure continuous improvement of student achievement. 

 
Community Engagement: 
The board will serve as education's key advocate on behalf of students and their schools. The board will 
work to advance the community's vision for its schools, pursue the district's goals, encourage progress 
and energize systemic change and ensure that students are treated as whole persons in a diversified 
society. 

 
For boards of education and superintendents to establish a positive working relationship, the first thing 
that needs to be accomplished is the establishment of boundaries, parameters, and expectations. Roles 
need to be clearly defined and understood by both the board and superintendent. Additionally, it’s 
important that both parties understand the difference between policy and administration. 

 

EXPECTATIONS 
 

Board's Expectation of the Superintendent 



 Success of Policy. School Boards have the right to expect the superintendent will 
support all policies. The board also has the right to expect implementation of policy. 

 Decisions. The board has the right to expect the superintendent to refrain from making 
decisions the board should make. 

 Information. The board has the right to be fully informed. 

 Recommendations. The board as the right to expect the superintendent to make clear 
and concise recommendations, based on available information, data, best-practice, and 
board policy. 

 Sharing. The board has the right to expect the superintendent to share in the hard work, 
credit and blame. 

 Team-Work. The board has the right to expect the superintendent to conduct business 
with the board as a whole. 

 Support. The board has the right to expect the superintendent to be responsible for 
having confidence and respect for the board and supports board action. Differences of 
opinion must not interfere with the superintendent’s loyalty to the board. 

Superintendent's Expectation of the Board 

 Policy. The superintendent has the right to expect the board to establish and operate by 
a complete set of policy guidelines. 

 Team Operation. The superintendent has the right to expect the board to operate as a 
team, not as individual factions.  

 School Personnel. The superintendent has the right to expect all board members to 
refer school personnel issues to the appropriate person. The superintendent has the 
right to expect any action involving school personnel to be predicated on administrative 
recommendations. 

 Protection. The superintendent has the right to expect the board to protect him/her 
against unwarranted demands, and excessive or unfair criticism. The board does not 
need to act as a shield however the superintendent must not be subjected to unjust or 
unfounded public criticism. 

 Evaluation. The superintendent has the right to expect a fair, timely, and honest 
evaluation. The evaluation must reflect concerns related to job performance, district 
improvement and student achievement. 

 Support. The superintendent has the right to expect full support from the entire board. 
Boards should trust and have confidence in the Superintendent's abilities. 

Joint Board/Superintendent Responsibilities 

 To work together with the community to develop a vision and goals for the school district 
and to monitor the achievement of those goals. 

 To advocate for students and the school district and promote the benefits of public 
education. 



 Provide community leadership on educational issues by creating strong linkages with 
appropriate organizations, agencies and other groups to provide support for healthy 
development and high achievement for all children. 

 To collectively execute their legal responsibilities. 

 To work collaboratively with agencies, and other bodies, as appropriate, on an ongoing basis. 

 To collaborate with other school boards and superintendents to inform legislators of local 
concerns and issues relative to education. 

 To participate in continuing education specifically regarding their roles and responsibilities 
and on relevant content areas. 

 To support board actions and decisions. 

 To semiannually set aside time, to discuss school board/superintendent relations. 

 To belong to, actively support and participate in their professional organizations, and that 
each will encourage the other to do so. 

 To institute a process for strategic planning that will position the school district for success. 
Leadership should also be distributed, as appropriate, throughout the school system, for the 
long-term stability and progress of the district. 

 To ensure that quality professional development opportunities, consistent with district 
goals, are available to all school district employees. 

 To serve as liaisons to the community. 

 To ensure adherence to federal and state laws and board policies. 

Five standards of an effective school board are tied to student standards and they are included in 
1005 policy from WSSDA and include Responsible Governance, Creating Conditions for Student and 
Staff Success, High Expectations for Student Learning, Accountability for Student Learning, and 
Community Engagement.    

When creating community committees and/or board committees need very clear direction and time 
frames. Any committee that defines the how or when it should be a district committee, and if the 
question is what and why then it should be a board committee.  

Creating the vision for the district is important. Informal interactions are important with staff, events, 
superintendent, as well as with each other. 

Electronic communication was discussed by the board regarding cautions to be aware of including 
facebook, twitter, etc.   

The e-mail expectations amongst the board include immediate action or information will be sent to 
the board by the superintendent. Texts can be sent as well if necessary. Facebook can be used with 
caution and under the realization that you are answering as a board member and not as an individual. 
Be cautious that all postings are public documents and that if more than two people post it could be 
considered a public discussion.  

Beth Worthington would like some more clarity on setting the agendas. Review of the board agendas 
will be added to the next retreat meeting. A lot of the reports are rolling agenda items, and some are 
yearly or quarterly. Send out an e-mail when agenda documents are added to the agenda or changes 



to the agenda to the board. Minutes if corrected will be noted at the meeting so the public is aware 
of the changes.  

5. Goal Setting Process 11:30-12:30pm  

A strategic plan is usually one page or just a few goals. They can change over time especially if they 
are reviewed annually. They usually have measurable out comes and timelines. The NKSD mission 
statement needs to be simple and clear to understand. The community needs to have an opportunity 
to give input on the mission statement. Each school has their own mission and goals. Create one 
vision statement for the entire district that is used for all schools. Objectives need to be adapted 
toward the mission statement.  

Make Your Goals SPECIFIC 
Ambiguous or undefined goals aren't going to provide you with the direction you need to succeed. 
You want to give yourself a concrete goal so you know exactly what you're working toward. You know 
your goal is specific if it answers these questions: 

o WHO: Who will be involved in helping you reach your goal (including yourself)? 

o WHAT: What exact goal do you want to accomplish? Be very specific.  

o WHEN: When will you start and when will you reach your goal? 

o HOW: How will you make this happen? These are the action steps to get you toward your goal.  

 
Make Your Goals MEASURABLE 
Now that you have some of the specifics of your goal nailed down, it's time to look at how you will 
gauge your progress. After all, if you don't have any way to measure your goal, how will you know 
when you've reached it? Your goal is measurable if you can find a way to quantify your success using 
real numbers. Some examples of measurable goals might be pounds lost, a positive change in blood 
work numbers, or fitness minutes accumulated. 

 
Make Your Goals ATTAINABLE 
It's good to think big, but it's also important that you don't set a goal that is too big. A goal that's 
attainable for you is one that you believe you can reach and have the means necessary in order to 
achieve. So if you plan to work out with a personal trainer but don't have the discretionary dollars in 
your budget, that goal wouldn’t be attainable for you. 

 
To determine whether your goal is attainable, ask yourself honestly if you believe you can achieve it 
and have all the resources (including time) available to make it happen. Do you have (or will you be 
able to obtain) all the support, equipment, knowledge and resources needed to put your goals into 
action? Does this goal fall in line with your other priorities in life? If not, how can you revise your goal 
to make it more realistic? 
 
Make Your Goals RELEVANT 
You need to make sure that you're choosing a goal that fits you and your lifestyle. Don't choose a goal 
out of guilt, or just because someone else thinks it's something you "should" do. Pick something that 
is meaningful and relevant to you and you'll set yourself up for success. 
 
To determine if your goal is relevant, ask yourself why you want to achieve it. So you can feel more 
confident? Be a good example to your kids? Or live a longer, healthier life? These whys are important 
because they will serve as your motivation throughout the process. 
 
Make Your Goals TIMELY 
If you don't put a deadline on your goal, it will be difficult to know how to pace yourself to reach it. 
Every goal should have a date, which will help you stay on track. In addition, set up a few 
benchmarks, or "mini-deadlines" to keep you on track to reaching your big-picture goal and keep 
yourself accountable. 



 

6. Establish clarity and process for all involved 1:00-2:00pm 

This year we created a district improvement plan as well as the school improvement plans. The goals need 
to be aligned.  

We are doing good work in the buildings as well as at the district. There needs to be some refinements. 
What is the district vision and what are the district’s goals? Multi-year goals would be good to build on. 
Have two or three goals that you can work towards. Set Board goals instead of just district goals.  

Board Goal: Set up a strategic planning process that sets district goals.  

7. Evaluation and Accountability 2:00-3:00pm 

Washington School Board Standards 

The Washington School Board Standards are intended as a common framework for school board 

governance.  

 The standards were developed to encourage school boards to subscribe to the highest levels of 

professional and personal conduct and performance. 

 The standards identify the elements of good governance and effective board leadership as drawn 

from best practices and current research. They provide shared understanding of what constitutes 

good governance. They also validate and affirm the importance of the school board’s role in 

ensuring student success.  

 The standards provide an opportunity for clarity of board roles and responsibilities and of the 

expected skills, knowledge and behaviors of school directors. 

Five core principles: 
1. Responsible school district governance 
2. Communication of and commitment to high expectations for student learning 
3. Creating conditions district-wide for student and staff success 
4. Holding the district accountable for student learning 
5. Engagement of the community in education 

 
Responsible Governance: Govern 
The board, with participation by the community, will envision the future of the school district's 
educational program and formulate goals, define outcomes and set the course for the school district. 
This will be done within the context of racial, ethnic and religious diversity and with a commitment to 
education excellence and equity for all students. 

 
Standard 1 
Provide responsible school district governance by: 

 
a. Conducting board and district business in a fair, respectful and responsible manner.  

 
b. Ensuring the board is accountable and open to the public including seeking divergent perspectives 
in its decision making process.  

 
c. Respecting and advocating mutual understanding of the roles and responsibilities of board 
members and the superintendent. 



 
d. Adopting policies based on well-researched practices that emphasize a belief that all students can 
achieve at high levels and that support continuous improvement of student achievement. 

 
e. Promoting healthy relationships by communicating supportively, inspiring, motivating and 
empowering others, and exercising influence in a positive manner. 

 
f. Working as an effective and collaborative team. 

 
High Expectations for Student Learning: Vision 
The board will continuously articulate the belief that all students can learn and that each student’s 
learning can improve regardless of existing circumstances or resources. The board will act as leaders 
of a vision of shared learning that is supported by individual schools and the community. 

 
Standard 2 
Set and communicate high expectations for student learning with clear goals and plans for meeting 
those expectations by: 

 
a. Articulating the conviction that all students can learn and the belief that student learning can 
improve regardless of existing circumstances or resources. 

 
b. Leading the development, articulation and stewardship of a vision of learning that is shared and 
supported by schools and community. 

 
c. Adopting a collaboratively developed district plan focused on learning and achievement outcomes 
for all students. 

  
d. Ensuring non-negotiable goals for student achievement are established and aligned to the district’s 
plan. 

 
Creating Conditions for Student and Staff Success: Structure 
To achieve the vision, the board will establish a structure which reflects local circumstances and 
creates an environment designed to ensure all students the opportunity to attain their maximum 
potential through a sound organizational framework. This includes employing a superintendent, 
developing and approving policies, formulating budgets, setting high instructional and learning goals 
for staff and students, and nurturing a climate conducive to continuous improvement. 

 
Standard 3 
Create conditions district-wide for student and staff success by: 

 
a. Providing for the safety and security of all students and staff. 

 
b. Employing and supporting quality teachers, administrators and other staff and providing for their 
professional development. 

 
c. Providing for learning essentials, including rigorous curriculum, technology and high quality 
facilities. 

  
d. Ensuring management of the organization, operations, and resources for an efficient and effective 
learning environment. 

 
e. Adopting and monitoring an annual budget that allocates resources based on the district’s vision, 
goals and priorities for student learning. 

 
Accountability for Student Learning: Accountability 
The board's accountability for student learning will include adopting a system of continuous 
assessment of all conditions affecting education, including assessments for measuring staff and 



student progress towards goals. The public will be kept informed about programs and progress. Staff 
and board training will be provided to ensure continuous improvement of student achievement. 

 
Standard 4 
Hold school district accountable for meeting student learning expectations by: 

 
a. Committing to continuous improvement in student achievement at each school and throughout 
the district. 

 
b. Evaluating the superintendent on clear and focused expectations. 

 
c. Measuring student academic progress and needs based on valid and reliable assessments. 

 
Community Engagement: Advocacy 
The board will serve as education's key advocate on behalf of students and their schools. The board 
will work to advance the community's vision for its schools, pursue the district's goals, encourage 
progress and energize systemic change and ensure that students are treated as whole persons in a 
diversified society. 

 
Standard 5 
Engage local community and represent the values and expectations they hold for their schools by: 

 
a. Collaborating with families and community members, responding to diverse interests and needs, 
and mobilizing community resources. 

 
b. Ensuring school board and district transparency through a process that is open and accountable. 

 
c. Ensuring district information and decisions are communicated community-wide. 

 
d. Soliciting input from staff and a wide spectrum of the community so that a diverse range of 
interests and perspectives on issues is considered. 

 
Individual School Director Standards 

 
Standard 1. Values and Ethical Behavior 
To be effective, an individual school director: 

 
a. Places students’ needs first. 

 
b. Demonstrates commitment to equity and high standards of achievement for each student. 

 
c. Commits to treating each individual with dignity and respect. 

 
d. Models high ethical standards. 

 
e. Advocates for public education. 

 
Standard 2. Leadership 
To be effective, an individual school director: 

 
a. Contributes to thoughtful governance discussions and decisions by being well informed, open 
minded and deliberative. 

 
b. Understands that authority rests with the board as a whole and not with individual directors. 

 
c. Is able to articulate and model appropriate school director roles and responsibilities. 

 
d. Actively participates in school director duties and responsibilities. 



 
e. Demonstrates group membership and leadership skills, working within the board structure. 

 
f. Respects the board’s role in policy making and supports all adopted board policies. 

 
Standard 3. Communication 
To be effective, an individual school director: 

 
a. Builds and maintains positive connections with the community and staff. 

 
b. Communicates accurately and honestly, with awareness of the impact of his/her words and 
actions. 

 
c. Listens carefully and with an open mind. 

 
d. Maintains civility and treats all people with respect. 

 
e. Maintains confidentiality of appropriate matters. 

 
f. Refers and guides people with concerns to appropriate staff. 

 
g. Welcomes parent, student and community input. 

 
Standard 4. Professional Development 
To be effective, an individual school director: 

 
a. Commits the time and energy necessary to be informed and competent. 
 
b. Keeps abreast of current issues, research, applicable laws, regulations, and policies that affect 
public education. 

 
c. Participates in professional development, individually and with the board/superintendent team. 

 
Standard 5. Accountability 
To be effective, an individual school director: 

 
a. Is accountable to the community. 

 
b. Takes personal responsibility for his/her own words and actions. 

 
c. Respects and abides by board decisions. 

 
d. Meets expectations for transparency, including disclosing potential conflicts of interest and 
refraining from discussing or voting on those issues. 

 
e. Complies with board policies/procedures and the law. 
 

Superintendent Evaluation and Goal-setting 
 

In CSBA’s “Maximizing School Board Governance: Superintendent Evaluation” publication the authors 
identify several key points related to Superintendent evaluations: 

 
Boards must have agreed upon core district beliefs, a district vision and/or mission, and must know 
what their priority areas are. Only then, can they effectively evaluate the superintendent. 

 
Superintendent evaluation should be a communications process that serves as a model for district 
evaluation at all levels. It should be: 

  




