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Purpose

The initial version of this resource document addressed only the role of the
superintendent as positional leader and chief executive officer within public school
divisions in Manitoba. The second iteration was grounded in the concept of shared
leadership and effective working relationships between boards of trustees and
superintendents in a culture of mutual responsibility and accountability for student
success. In an era of increasingly distributed leadership in education settings, this
third edition of the resource guide goes one step further to encompass the role of
divisional secretary-treasurers as key members of senior school division leadership
teams.

The manual has been developed to assist school boards, superintendents and
secretary-treasurers to establish and maintain the effective working relationships
needed to serve the evolving educational needs of children and communities within
their jurisdictions.

As chief executive officer of the school division, the superintendent is both its primary
educational leader and the most senior operations manager. In these capacities, the
superintendent works closely with, and reports directly to, the elected school board.
The quality of the board-superintendent working relationship is therefore a critical
element that defines the success of the school division. This document addresses

the foundations of the board-superintendent relationship, and includes practical
advice for recruitment, selection and leadership succession planning. Some of the
information in this manual may apply to assistant superintendents who support the
executive role of the superintendent.

The secretary-treasurer is generally the chief financial officer of the school division
and in most instances, reports directly to the superintendent. As a member of the
senior management team, the secretary-treasurer works closely with the school
board and the superintendent in the establishment of financial and operational plans
consistent with the goals and objectives of the school division and the requirements
of the provincial ministry of education.

In Manitoba, there are a small number of dual administrative structures wherein

the secretary-treasurer reports directly to the board of trustees rather than to

the superintendent. Whether the administrative structure is unitary or dual, the
secretary-treasurer’s role in today’s school divisions often extends beyond financial
matters to include oversight of non-instructional services and staffing components,
facilities, transportation, purchasing, and information management systems. This
broad scope of responsibilities requires that the secretary-treasurer work closely
and communicate regularly with both the superintendent and the school board
to ensure the alignment of divisional services and supports with the intended
educational outcomes for students in the school division.
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I. Shared Leadership

Traditional views that base leadership on positional authority no longer support
the needs or the realities of modern public education systems. Given the scope
of complexity of the public education mandate, engaging all participants in
leadership — trustees, administrators, teachers, parents and students — is the
emerging norm in a school division or district.

Shared leadership is critically important to ensure that school divisions meet
their legal and moral obligations to students, to communities and to provincial
authorities. Effective board and senior administration partnerships are
characterized by high levels of trust and “values the contribution of each member,
builds teams...and supports all actions which are taken in common good.”

McGettrick, 2005

The Public Schools Act governs school boards in Manitoba by defining their legal
obligations and responsibilities and articulating the parameters for discretionary
decision-making and action at the local level. Other legal statutes that assist to
define school board roles and responsibilities include The Human Rights Code,
The Employment Standards Code, The Freedom of Information and Protection
of Privacy Act, The Personal Health Information Act, The Personal Information
Protection and Electronic Documents Act, and the provisions of civil and criminal
laws.

Historically, both the literature and the practice of organizational management
have distinguished clearly between policy and administration: a board governs
primarily by defining policy, and senior administration acts as the executive of the
division by guiding all daily operations and activities. The Public Schools Act does
permit school boards to delegate certain powers, roles and responsibilities to the
superintendent (Appendix E) and assigns to the secretary-treasurer specific duties.

The particular configuration of the board and senior administrator roles varies
among school divisions, shaped by factors such as organizational history and
culture; divisional size and location; and the distinct personalities, perspectives
and experiences of board members and superintendents. Ultimately, the board
and the senior administration team must commit to ongoing dialogue to review,
understand and manage constructively the complexities and dynamics of these
multiple influences upon their working relationship. Appendix B outlines a series
of guiding questions to assist boards and senior divisional administrators to
determine the appropriate balance of responsibilities and authorities, and thereby
support their successful collaboration.
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Mutuality of Leadership

(Roles of governance and administration)

Student learning

and achievement
Superintendent Secretary-

Instructional Treasurer
leadership Fiscal
management
and divisional
operations

The issue is not so much about who will lead and who will follow, but about who
will carry primary responsibility for each aspect of the work, and how the tasks will
be shared and distributed. Effective mutual leadership will involve close liaison,
dialogue and influence, by both boards and by their chief executives, around the
primary responsibilities of each.

Dr. Vernon J. Storey, 1994
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Il. The Superintendency
1. The Superintendent’s Role

The essential role of the superintendent is to define, with the board, a strategic
vision and plan for the division that can support all aspects of education in the
division. In broad terms this will include defining the values of the division while
delegating responsibility for their development and operation to leadership
teams, including school administrators. The superintendent’s role also includes
the establishment of systems that realize the vision in practical terms, and a
system for monitoring and evaluating the work to support educational goals.
The superintendent is also responsible for allocating public funds attributed for
educational purposes with integrity and efficiency. In effect the superintendent
(in most Manitoba divisions) is the “first professional officer of the board, and is
therefore responsible to the board for his/her actions and activities.”*

A school board should have a policy statement to articulate the superintendent’s
role within the administrative structure of the school division. Unitary
administrative structures, with all reporting occurring through the superintendent
to the school board, are most common in Manitoba. Dual structures, wherein

the superintendent and the secretary-treasurer have similar authorities and
reporting relationships to the board, occur in a few jurisdictions. Irrespective of the
organizational structures used by school divisions, the superintendent generally
fulfills broadly similar roles and responsibilities.**

The MASS/MSBA Framework for Superintendent and Board Evaluation identifies
the following elements of the superintendent’s role.

* While The Public Schools Act does not require a superintendent to be appointed by a board, Section
52(1) outlines some of the powers and duties that can be delegated by a board to a superintendent
(Appendix E).

** Examples of role descriptions are available from school divisions” websites. Different divisions’ job
descriptions contain varying levels of detail—some are written in considerable detail, while others
remain general. The appropriate balance avoids both a level of prescription that leads to a culture
of compliance, and a level of generality that fails to provide adequate direction or a suitable basis for

evaluation.
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Vision and Values

The superintendent and board collaborate to lead the community in the
development and articulation of shared values, common purposes and a desired
future for the school division. The superintendent, as the first professional office
of the board, is responsible to:

assist in establishing and maintaining a focus on the shared vision of
education for the school division;

work with and engage the board in understanding its responsibilities,
including its vision, and its policies in relation to learning, resource
management and policy development;

understand and model appropriate values, demonstrate ethical behavior, and
exercise moral leadership;

provide direction for divisional planning initiatives, including the involvement
of all relevant constituents in the planning process; and

provide information and recommendations to the board to facilitate
decision-making.

Governance and Policies

The board and superintendent provide leadership that considers appropriately
the age, aptitudes and abilities, and rights of every student, within a policy
framework that is lawful, respectful of individuals, and understandable to the
greater community. The superintendent is responsible to:

provide leadership for effective development and implementation of
curriculum, and all aspects of teaching and learning;

interpret policies, mandates and requirements in ways that maintain the
congruence between vision and practice;

focus on the learning and education of all children in the division, including
having systems to demonstrate achievement;

monitor the development, application and revision of policies and
procedures within the division to ensure relevance and congruency with
divisional values, legislated obligations, and the mandates of the division;
and
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e provide leadership throughout the division to promote the welfare and
inclusion of all students within the diverse and multicultural context of a
public education system and its communities.

Professional Practices

The board and the superintendent provide leadership to promote professional
practices and operations that enhance communication and community
relationships, and foster effective organizational management, curriculum
planning and development, and teaching and learning. The superintendent is
responsible to:

e establish a framework for teaching and learning for all students in the
division;

e establish an appropriate system of assessment to monitor student
performance, and to ensure the educational program meets the needs of all
students;

e establish an infrastructure of democratic practices and structures that involve
school community members in broad-based, skillful participation in the work
of divisional leadership;

e ensure collaboration among multiple partners (e.g. government
departments, community agencies, universities, and other provincial
organizations);

e  secure essential resources, including finances, time, talent and ideas to carry
out the work of the board;

e administer and supervise the educational, financial, personnel, building
operations and maintenance, and research and planning functions of the
division through the provision of direction and guidance to appropriate
senior administrative staff;

e supervise the deployment and management of the use of divisional
resources—human, material and financial— in accordance with divisional
goals, policies and direction; and

e develop effective communication strategies and relationship skills with all
members of the community.

A RESOURCE GUIDE FOR SCHOOL BOARDS, SUPERINTENDENTS AND SECRETARY-TREASURERS
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2. The Superintendent’s Qualifications

The provinces of Canada vary widely regarding expectations about the
qualifications of the superintendent. Saskatchewan has an act that substantially
delegates control of eligibility to the superintendents’ association. Ontario has a
study program and an examination. British Columbia maintains a list of people
judged eligible for a superintendent’s assignment. Manitoba’s statutes outline
less about superintendency qualifications than those of any other province
(Appendix E).

Leadership is essential to the effective operation of school systems and the role of
the superintendent is central to providing this leadership. In Manitoba, all public
school boards employ a superintendent.

The board should consider several factors when developing the list of
qualifications for the superintendent. Each community has unique social,
economic and political realities, a unique organizational structure and culture,
and a constituency that holds particular expectations about the leader its division
needs. Within that context, the board has its unique challenges and goals, all of
which should be considered to define the necessary qualifications of the new
superintendent.

MASS and MSBA believe that, to provide effective leadership to our public
schools, the superintendent must be an educator. In practice, school divisions
in Manitoba seek the following qualifications, as a function of province-

wide consensus over time, but they will not apply to every incumbent. The
superintendent should:

e hold, or be eligible for, a Manitoba Permanent Professional Certificate or
equivalent;

e have at least five years’ teaching experience;

e have demonstrated leadership in a position of administrative responsibility,
such as a principalship or equivalent; and

e have a master’s degree in an appropriate discipline.

Demonstrated professional abilities, developed in other ways, may be considered
equivalent, with graduate study at the doctoral level an asset.

The above reference to an “appropriate discipline” is founded on the belief that
the educational experience of the superintendent should include certain fields of
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study. The following fields should be among those studied:
e organizational and leadership theory;

e educational law;

e  public finance;

e communications;

e curriculum;

e inclusive education; and

e  politics of education

The effective superintendent demonstrates skills in educational, political and
managerial leadership, and should have some training or demonstrated success
in each dimension. As well, a commitment to ethical leadership is a critical
foundation for success in all of these areas.

A successful and responsive superintendent must demonstrate open
communication, integrity, a strong work ethic, positive direction, core values,
sound judgment, and effective decision-making. A background in the areas of
law, finance, capital construction, organizational theory, and management would
be assets to leadership of the division. As educational leaders, superintendents
must reflect deeply about the purposes of schooling, be knowledgeable about
the history of public education, and understand current issues of pedagogy and
school organization.

The competencies commonly listed in advertisements for the superintendent
include:

o effective communication skills (interpersonal, problem-solving, facilitation
and technology skills);

e commitment to and ability to develop collaborative or shared leadership;

e visionary leadership skills to lead the community in the development and
articulation of shared values, common purposes and a desired future for the
division;

e  expertise in human resource development;

e understanding of the relationship between research, teaching, and learning;
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e knowledge of research and appropriate practice to address the diversity of
student populations and to adapt programs to meet the needs of diverse
communities;

e ability to balance divisional needs with available resources;

e commitment to developing a culture of learning, life-long learning, and a
professional learning organization;

e knowledge of the political realities in public school governance;
e commitment to community participation in the operation of schools; and

e knowledge of current issues in education at the provincial, national and
international levels.

The superintendency is sufficiently different from other positions in educational
administration that all persons assuming the role for the first time optimally
will have some direct experience with it. In larger systems, this need may be
met through experience as an assistant superintendent. In smaller systems,

this opportunity may not exist and developing a process of on-site training or
mentorship for potential candidates may merit consideration.

Continued Opportunities for Learning

Superintendents must devote time to personal professional development.
Whether the learning experiences develop new competencies or renew the
superintendent’s learning about research or practice, they merit on-duty and
off-duty hours. The superintendent should also conduct workshops or courses
involving other administrators. Definition of expectations for professional learning
should occur when the superintendent begins employment, because it requires
the commitment of time and money.

The board is encouraged to develop, jointly with the superintendent, plans to
ensure that required competencies for the role are maintained and/or developed.
The performance appraisal of the superintendent and other central office
administrators should include a component related to professional development
activities.

MASS, in partnership with Manitoba’s education ministry, conducts a one-year

Mentorship Program for new superintendents. In addition, MASS organizes and
conducts ongoing professional development activities for all members. Through
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the MASS Annual Conference, Summer Institute and Members’ Sessions,
professional development is available several times annually for members and
other educators.

MASS solicits ideas from its members and other organizations for these activities
and relies, when appropriate, on MSBA, Manitoba’s education ministry and the
Faculties of Education, for resource people and other forms of collaboration to
conduct professional development activities.

The participation of the superintendent in MSBA-sponsored sessions provides
important information about board governance, and the respective roles and
relationships of the superintendent and the board.

Career development is a continuing process that involves various people and
organizations in constructive and supportive ways to enhance the abilities of
people in educational leadership roles at the local level. The engagement of the
superintendent in professional development serves as a model for the division as
a professional learning organization.

3. Recruitment and Selection

The selection of the superintendent is often described as a school board’s most
important decision. Through a well-designed recruitment and selection process,
the board will maximize its ability to secure an educational leader with the
knowledge and skills to facilitate achievement of the school system’s goals and
priorities.

Ideally, a board’s reflection about the recruitment and selection of a new
superintendent predates the incumbent’s notice of intention to leave. Succession
planning—the process by which a school board develops and implements policy
to deal with that contingency—provides a board with a clear course of action
when the need to hire a new superintendent actually arises. Succession planning
helps to provide stability for a school system when a school board faces a change
of a key member of the divisional team.

Before it implements any recruitment and selection process, a board must answer
some fundamental questions, include the following:

e Will the board be able to conduct a thorough search and identify a new
superintendent before the departure of the incumbent? If the answer
to that question is “no,” the board may want to consider hiring an interim
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superintendent to provide competent management while the board
conducts the search process. MASS maintains information about experienced
divisional administrators who may be contacted if a school division requires
an interim superintendent

e Does the division have available internal expertise to conduct a successful
recruitment and selection process? If the answer is “no,” or if, for other
reasons, the board believes that the task could best be accomplished with
external assistance, it may choose to engage an executive recruiting agency.
Hiring an agency does not diminish the responsibility of the board for the
decisions made throughout the search process; however, it facilitates the
process. MSBA maintains information about professional consultants and
executive recruiting agencies.

e Are there strong internal candidates for the position? As part of its
succession planning, some boards implement programs to identify and
develop individuals interested in administrative roles. Many boards can
access talented administrators who are prepared for the superintendency.
If strong internal candidates exist for the position, a board may be able to
implement a simplified recruitment and selection process that remains
thorough and is perceived as fair.

After considering answers to these fundamental questions, the board can
define its actual selection procedures, and begin the process of hiring its new
superintendent.

Selection Procedure

If not already guided by policy, the board must clearly articulate and implement
the procedures that will govern the selection process. A clearly defined

process will ensure that the task is conducted in a thorough, efficient and
transparent manner. Transparency is important to enhance the confidence of
the community—and prospective candidates—that the board is devoting careful
thought to this important decision. Key steps in the selection procedure are
outlined below.

A. Assess School Division Needs and Establish Parameters

The board should articulate clearly the division’s needs and priorities before
embarking on the actual superintendent recruitment and selection process,
to focus its efforts on obtaining the best possible individual for the role.
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An assessment of divisional needs may include an exit interview with the
departing superintendent, a board self-appraisal, a review of the board’s
goals, objectives, and strategic plans, and a survey and/or focus groups to
gather input about divisional needs from the community. This process usually
leads to the development of a statement or document defining the desired
qualifications and personal attributes of the successful candidate, based on a
current assessment of needs.

When the needs assessment has been completed, the board should review the
existing role description for the superintendent. The role description identifies
the purposes, responsibilities, authority, accountability, and major expectations
for the incumbent. Aligning the role description and the needs assessment

is important—that is, the role description must give the superintendent the
authority and responsibility necessary to achieve the school system’s goals

and priorities. The document “A Framework for Superintendent and Board
Evaluation” (Appendix C) can be used to revise any existing role description or
develop a new template. Examples of role descriptions are also available from
other divisions through policies available on divisional websites.

In addition to aligning the division’s assessed needs with the superintendent’s
job description, the board may also want to define parameters for the
superintendent position. For example, the board will want to determine the
appropriate salary range and benefits for the position (although the actual
conditions of employment will be agreed upon and codified in contract as a
result of negotiations with the successful candidate).

The board should also articulate its expectations regarding academic
qualifications, demonstrated abilities, experience, personal qualities, and
professional attributes of the successful candidate. Some of these features,
such as academic qualifications, are readily and objectively determined.
Others, such as personal attributes, may require more subjective analysis, but
are nonetheless important to ensure the right fit between superintendent and
board. The recruitment and selection process will only be strengthened by a
proactive, thorough and open discussion of the attributes that the board wants
in a new superintendent. The board should also decide which qualifications
are required, and which are preferred. In all cases, any qualifications the board
identifies must respect relevant laws and regulations.

Finally, the board may want to define some parameters for the actual
recruitment and selection process, including, for example, advertising or other
budgets for the process. Parameters must be realistic to support an effective
process.
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B. Appoint a Selection Committee

When the preparation outlined in the preceding section (A) is completed,
the board should establish a selection committee to perform all board-
determined tasks, excepting that of final selection. In addition to several
trustees, the board may decide to include representatives of groups such as
teachers, principals, parents, or the broader community, on the committee.
If representatives of such groups are included, the board must define:

e the extent of that involvement (advisory only, or full membership with all
rights and responsibilities); and

e how representatives will be selected.

The board must ensure that no potential candidates are included among the
selection committee members, and all members of the selection committee
must accept that the board will make the final selection. All members

must also agree to maintain strictest confidentiality, to safeguard the trust,
confidence, and respect that candidates necessarily vest in the board by
applying for the superintendency.

One of the members should be designated chair of the committee. The
board may make this designation, or direct that the committee make this
decision within its own membership. Among other responsibilities, the
committee chair should be the board’s spokesperson on matters related to
the selection of the new superintendent. The information provided to the
media, community, and staff about the selection process must be accurate,
consistent, and authorized by the board.

Procedural rules for the selection committee should be established by the
board. These rules will address matters such as the role of the chair, meeting
notice, quorum and voting, confidentiality issues, and reporting requirements.

The board should also set realistic timelines for the committee’s work, for the
board to make its final decision, and for the successful candidate to assume
his or her duties. The total time required to complete the process is usually
significant, particularly when the successful candidate must give several
months’ notice in his or her current position. However, satisfactory decisions
result from dedicating adequate time to a search. A board should consider
engaging an interim superintendent and extending the search timeline as
preferable to a hurried decision.
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C. Advertising

When the board has clarified its expectations for a new superintendent,

set any necessary parameters, and appointed a selection committee, the
committee can begin its work. As its first task, the committee must publicize
that the board seeks a new superintendent—it needs to be advertised.

Traditionally, employment opportunities have been advertised in the
newspaper, and that is still the primary source for many job-seekers. Placing
newspaper ads requires careful planning to balance effectiveness and
affordability. A number of strategies can help boards to achieve this balance.

Place a relatively short ad in a newspaper to refer potential applicants to
the division’s website for further details about the available position.

Place ads in newspapers with the largest provincial or national circulation
in sections of greatest interest (“Career Opportunities” rather than
“Classified” for example). Such placements cost more, but provide
greater exposure.

Design the ad to stand out from those around it (include graphical
elements such as the divisional logo, for example). The resultant attention
offsets extra costs.

Alternate advertising vehicles can augment newspaper placements.
Advertising senior administrative positions within the division

fosters positive employer/employee relations by demonstrating that
advancement opportunities exist, and that the board has confidence
in existing employees. An electronic or paper bulletin that reaches all
potential internal candidates is a simple, economical way to expand a
board’s advertising scope.

Advertisements can also be posted on the division’s website and sent
electronically to other school divisions with a request to post them

on their electronic bulletin boards, and MASS can distribute ads to its
Manitoba members and to other associations of school superintendents
across Canada. A board may also consider posting its ad on one of the
available commercial job-search websites. This service is sometimes
offered at minimal or no cost, in conjunction with the placement of a
print ad.

The ad content is critical to attract the appropriate candidates for the
position. An effective advertisement includes the major responsibilities,
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knowledge and skills, and the baseline academic and professional
qualifications and experience that the board has identified. It should also
state that child abuse registry (CARC) and criminal record checks (CRC) will be
a condition of employment, and should clearly indicate how applications are
to be submitted, the number and type of references required, and the closing
date for receipt of applications.

Sample ads are available through the MASS office.

D. Receipt and Screening of Applications

One individual should receive all applications—the chair of the selection
committee, another representative of the board, or a third party if the
board uses the services of an external recruitment agency. The names of all
individuals applying for the position must be kept in strictest confidence by
this individual, and by all who become privy to that information.

All applications should be acknowledged upon receipt, and applicants advised
of the board’s search timelines.

When the closing date for the receipt of applications has passed, the
selection committee can assess the applications. Initial screenings can identify
the most highly qualified candidates, and those who meet or exceed the
minimum standards previously established. When the number of qualified
candidates (as determined by initial screening) exceeds the number of
people the committee can interview, the committee should develop a short
list. Data gathered and assessed to this point should be reviewed again, and
pre-interview assessments (which may include a preliminary telephone or
teleconference interview) may be conducted. This process should identify a
smaller number of the most highly qualified individuals with the potential to
fulfill the responsibilities of the superintendent.

Candidates on the short list should then be invited to participate in a formal
interview. Invitations should include a comprehensive information package
about the school division, including the strategic plan, role descriptions,
and most recent audited financial statement, and a written statement about
interview procedures and expense reimbursement schedules.

All screening, short-listing and interviewing procedures must conform

to existing legislation and standards of practice in areas such as human
rights, labour relations, and privacy protection. A “release of information”
waiver may be required from each applicant about whom information
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will be solicited. When questions arise, MSBA’s Labour Relations and
Human Resource Services Department can advise boards about the legal
requirements that accompany recruitment and selection procedures.

E. Interviews

The entire board should participate in the interviews of the short-listed
candidates. The primary purpose of the interview is to assess candidates’
suitability with respect to the unique needs of the division. The interview also
provides an opportunity to obtain information from the candidates, and to
assess the interpersonal dynamics unique to personal discussion.

In addition, the interview provides the board with an opportunity to sell the
division and the community to the candidates. Short-listed candidates are
likely experiencing success in their current positions, and the decision to
relocate will be based on many factors related to job, personal choices, and
family. The board’s ability to demonstrate the existence of opportunities for
success will enhance the probability of acceptance of an offer of employment.
It also allows the candidates to ask questions about the position and the
community, the answers to which may affect a final decision.

The board must be thoroughly prepared before beginning the interview.
Sufficient time must be allowed for each interview, with breaks between
interviews to permit discussion among board members. Interviews generally
run from one and a half to two hours. All board members should take notes
to which they can later refer.

The same interview format and the same set of questions, asked by the same
person, should be used for all candidates to allow the board to demonstrate
fair treatment of all candidates if a legal challenge or complaint arises. The
interview should provide the board with information about each candidate’s
educational philosophy, beliefs and values, and leadership activity. The board
should inform itself of the candidates’ positions about major educational,
financial, and human resource issues. The board should also assess the
community’s comfort with the educational philosophy of the prospective
superintendent.

Questions requiring only simple “yes” or “no” responses contribute

little understanding of candidates’ level of analytical, evaluative and
application skills. Open-ended or behaviour-descriptive questions, in which
the candidates must describe recent experiences rather than respond

to hypothetical situations, provide more objective data from which to
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make employment decisions. The role description and “A Framework for
Superintendent and Board Evaluation” (Appendix C) can shape the interview
guestions; a consultant or the division’s manager of human resources can
assist the board with this task.

Questions should address all the major areas of responsibility in the role
description. All candidates should respond to questions about the strengths
and needs of the division, knowledge of and commitment to board goals, and
their leadership styles. The interview may include a general question about
the candidate’s comfort with the advertised salary range. Avoid detailed
guestions about anticipated salary, benefits, and date of commencing
employment, since these issues will be explored with the successful
candidate.

A board may choose to conduct a second round of interviews with two or
three of the most promising candidates that emerge from the initial interview.
Further questions would be required for this phase of the process.

An interview rehearsal may provide the board with an opportunity to practice
the interview strategies it has developed. In a rehearsal, the board invites an
experienced superintendent who is not a candidate for the position to serve
as a hypothetical candidate, and provide feedback to the board to enhance
interview strategies and techniques.

F. Post-Interview Check

The primary purpose of the post-interview check is to validate information
gathered and opinions formed throughout the recruitment and selection
process. After the interview and before a final decision is made, the board
needs to gather additional information to substantiate impressions created
during the interview. The board must check a candidate’s references as part
of its due diligence. At a minimum, these should include a reference from
the candidate’s immediate supervisor(s) from his/her current/previous
employer(s). Depending on the information provided by the candidate’s
references, or in the event the candidate has not provided the appropriate
contacts for references, the board may need to ask a candidate to provide
clarification as to the information provided and/or request additional
references. Additional references may include a principal, a parent-council
president, or a board chair or other trustee. The board should also conduct an
open internet search.
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G. Final Selection

Before selecting the individual to whom it will offer the position, the

board must consider reference responses and review the procedural rules
established at the outset of the process. Then, the board should review all
information gathered to date and assess the information in the context of the
established criteria and the needs and priorities of the system. Consensus will
probably be attained with open and frank discussion throughout the process,
and if the timeline for the final decision includes no undue pressure for the
board.

H. Negotiate a Contract

When the final decision occurs, the successful candidate should be offered
the position, and the compensation package and all other contractual issues
should be negotiated. Based on the outcome of these discussions, the board
should extend a job offer in writing, including the remuneration package and
all other contractual issues (for example, the provision of child abuse registry
and criminal records checks). Legal services should be used to complete this
task to protect the interests of the board and the superintendent.

Acceptance of the job offer by the candidate should be confirmed in writing
within a specific time period, and followed immediately by the signing of the
contractual documentation. For further information on this topic, see Section 4.

I. Introduce the New Superintendent

Immediately following the formal acceptance of the job offer, all candidates
interviewed should be notified that the position has been filled. The

board may wish to call a news conference to release the name of the new
superintendent, including appropriate background information and the
successful candidate’s photo. News releases are usually sent to the MASS
office for distribution to all school divisions. The board may also choose to
hold a public reception or other event to introduce the new superintendent
to the community.
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4. The Superintendent’s Contract

The interests of the board and the superintendent are best served if their
relationships and the terms and conditions of employment are defined in
a written contract. When the parties have discussed and agreed upon the
terms of employment, the board would present the superintendent with a
written contract of hire that outlines and defines the formal basis of their
employment relationship.

The contract should be clearly written and define the terms and conditions
to which both parties have agreed. It should, at minimum, define the role
expectations and authority of the superintendent, incorporate salary and
benefit provisions, and articulate a process for either party to terminate the
contract in a professional manner.

The contract of hire is a legal document that binds the parties to fulfill the
agreed-upon terms and conditions. Therefore, each party should have the
contract reviewed (or drafted) by legal counsel prior to final signing of the
formal document. Having the contract checked by a tax consultant can also
ensure that both parties fully understand all tax implications.

Superintendent Contract-of-Hire Checklist

A. Primary Clauses
The following clauses are common in most superintendents’ contracts.
Parties (employer/employee)

A legal requirement for all contracts is that the parties be identified and
described in a proper fashion.

Engagement (statement of agreement)

A contract of employment between the board and the superintendent must
include a clause to specify the appointment of the superintendent. This
clause should be included at or near the beginning of the contract. It is also
necessary that the commencement date for the appointment be included
either in this clause, or in the “term” clause, or both. If the commencement
date appears in both, both clauses must refer to the same date.
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Term (length of contract)

The contract must specify the term of the contract. One of four types of term
clauses will describe any duration of employment to which the parties may
agree:

e aclause that specifies that the contract is continuous until and unless
terminated;

e aterm definite (likely used only with interim appointments);
e arevolving term; or

e aset term with options for renewal.

This section should be considered in conjunction with any section that refers to
termination since both parties control when employment might cease.

Duties (assignment/job description)

This clause specifies the nature of the position to be assumed and the role

and conditions that will apply to it. Beyond Section 52(1) of The Public Schools
Act (Appendix E), the board may wish to reference applicable divisional policy
statements and/or other specific duties to meet the needs of the local situation.

Remuneration

This clause specifies the salary provisions and the process to consider salary
adjustments.

Vacation
By legal requirement, all employees must receive vacation either according to

the terms of The Employment Standards Code or some greater amount as set
by board policy or individual contracts of employment.

Sick Leave

This clause specifies sick leave provisions and the process to earn sick leave.
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Contract Termination

Various options exist for inclusion in a contract to describe the circumstances under
which the superintendent’s contract of employment may be terminated. Such a
clause can provide clear guidelines for both the board and the superintendent and
help avoid legal action when either party initiates a termination of the contract.
Where termination provisions are included, they should address both termination
for cause, and termination upon notice (or without cause).

Signatories

To confirm that both parties have agreed to the stated terms of the contract, a
signatory clause must be included.

B. Additional Clauses

Additional clauses may be considered for inclusion in the superintendent’s
employment contract with the board, including but not limited to the following:

e professional activities: conference attendance, expenses, travel,
professional membership fees, study opportunities, library/ publications
budgets;

e performance evaluation: process and frequency;

e leave provisions: personal, bereavement, educational, health, maternity/
parental; and

e benefits and allowances: health plans, insurance programs, car allowances,
pension provisions, retirement allowance.

5. Evaluation of Superintendent

The ultimate goal of any school division must be to provide quality learning
opportunities and successful learning outcomes for all students. Effective
management of human and fiscal resources in pursuit of this goal is a
fundamental responsibility of the board and of the superintendent.

Progress toward the achievement of divisional goals is impeded, if not
seriously compromised, when the board is unclear about its expectations

of the superintendent as the chief staff officer of the division, or the
superintendent is uncertain about the board’s goals. Performance evaluations
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for both the board and the super