
 

 

Community School District Steering Committee Guide 
Collaborative Leadership Structures: 
Forming an LEA Steering Committee 

 
Introduction 
This guide is intended to support interest-holder groups (staff, labor partners, 
students, families, and community partners) looking to either establish or 
strengthen a Local Education Agency (LEA) Community School Steering Committee 
as a crucial part of collaborative systems and structures in support of a Community 
School strategy. The document first establishes what is meant by collaborative 
leadership and structures. It then identifies the purpose, key roles, and 
recommended steps for building a Community School Steering Committee. 
 
Collaborative Structures 
In order for Community Schools to thrive and transform over time, the larger system 
must establish the necessary conditions allowing for the full expertise, agency, and 
voice of the school community to guide this transformation. States, Local Education 
Agencies (LEAs), and school districts can pave the way for disrupting historical 
practices that have systematically excluded the voices of students, families, and 
educators. Collaborative systems and structures create opportunities for greater 
multidirectional communication and a scalable system for the Community School 
strategy. Collaborative leadership teams should include, but are not limited to, 
steering committees, local and state labor associations/organizations, site councils, 
and site-based instructional and student support teams, as well as parent and 
student leadership groups that share power, have a sense of “shared ownership,” 
and center the decisions on student and community wellbeing for greater impact 
and alignment. 
 
What Is Collaborative Leadership? 
Transformational Community 
Schools are places where power is 
shared and students, families, 
educators, and community partners 
are active participants in decision-
making. In collaborative leadership, 
the assets and skillsets of the entire 
community are uplifted to where all 
members of the Community School 
are recognized as having agency 
and collective expertise to transform 
their schools. Collaborative leadership in Community Schools is the intentional and 
systematic shift in power that allows for greater representation and collaboration 
between all interest holders. The key lever of collaborative leadership at the LEA level 
is often referred to as the Community School Steering Committee (Steering 
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Committee). See more information on collaborative leadership, structures, and 
teams here. 
 
Establishing an LEA Community School Steering Committee 
 
What Is a Steering Committee? 
The LEA Steering Committee is a team of partners from community organizations, 
district staff, union leaders, families, educators, and students that provides strategic 
direction for the overall Community School strategy and champions its work. 
Alternative terms for this group include District Advisory Group, Advisory Council, 
and Leadership Committees (see Steering Committee Toolkit).  
 
Purpose of the Steering Committee 
In order to drive transformational change, Community Schools need to build 
systems and structures to ensure collaboration among local voices that are 
representative of the community. The LEA Steering Committee oversees and 
supports the district-wide visioning, system development, and implementation of 
the Community School strategy.  
 
Shared Decision-Making 
A traditional model of school leadership reflects a hierarchical approach to decision-
making, where decisions flow from the top or from State/LEA/District authorities, 
with little input and ownership from those most impacted by the decisions.  
 
A shared decision-making model has dynamic teams that allow more individuals to 
have a role in leading the efforts of the Community School strategy. The LEA 
Steering Committee is one of these key collaborative teams supporting the 
implementation of the district or city/county-wide initiative. Given that the Steering 
Committee sits within a leveled system of collaborative teams, communication and 
alignment is essential. This two-way communication system is further explained in 
steps and considerations below.  
 
Key Roles of the Steering Committee 
The Steering Committee commonly plays seven equally important key roles: 
 

A. Funding: Works to ensure there is adequate funding to maintain the current 
Community Schools core infrastructure and to support the growth of 
Community Schools. Brings together diverse funders of Community School 
work for high-level decision-making about resource allocation. 

B. Community School Selection: Develops and implements the application 
process for new Community Schools and determines whether to grow the 
Community School strategy in any given year. 

C. Support Implementation: Communicates regularly with Community School 
coaches and other Community School implementers in order to determine 
the types of additional support that school and community interest-holders 

https://docs.google.com/document/d/10w-EqpfVAUpbBPubFd9Sp2USRBb_fg3JEt-pxdBQS_A/edit?usp=sharing
https://drive.google.com/file/d/1YktPkJ2Ofx_iatyK3dUzPqxjAir28bW8/view
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need. The Steering Committee could address needs that are common across 
sites and help facilitate networked improvement communities. And for issues 
that require systemic solutions, the Steering Committee convenes cross-
sector collective action to address challenges in systems like healthcare, 
transportation, housing, and higher education. 

D. Evaluation: Receives regular reports and analyzes data to assess the quality of 
Community School implementation and ensure impact. Develops a 
framework (e.g., Logic Model) for evaluation (implementation/measured 
impact and growth). The framework could rely on both locally determined 
measures as well as broader metrics. In addition, the Steering Committee 
sometimes recruits an external evaluator. 

E. Awareness: Develops and implements a plan to share the successes and key 
learnings of the Community School strategy with all interested parties, such 
as the school board, city council, the media, and school and community 
interest-holders. 

F. Systems Integration: Ensures the Community School strategy and priorities 
clearly align with, inform, and actively support both district and site-based 
goals for improvement and growth. If there is a district-wide LCAP team, the 
Community School Steering Committee should ensure alignment and 
connection with that team.  

G. Policy: Advocates for supportive policies at the local, state, and national level 
that advance Community Schools. 

 
Steps and Considerations for Forming a Steering Committee 

1. Consider the composition of the Community School Steering Committee. 
• Proactively identify and activate Community School experts as well as 

enthusiasts. This work needs champions and advocates across all 
interest-holder groups. 

• Populate the Steering Committee with Community School experts, 
students, parents/caregivers, educators, administrators/principals, key 
district staff, community members/organizations, and businesses that 
reflect the community.  

• Decide on chair and member appointment procedures, terms, and 
roles. The committee should collectively select a chair or co-chairs and 
nominate members.  

• Ensure inter-disciplinary or cross-departmental district-level 
membership and participation. Limited participation can result in 
siloed work. Multi-departmental participation increases the level of 
district-wide alignment. 

2. Develop the roles, agendas, and cadence for Steering Committee 
meetings. 

• The facilitator or co-chairs should meet with key implementation staff 
to co-develop the agenda of each Steering Committee meeting. 
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▪ Once established, a typical Steering Committee meets monthly 
or quarterly and subgroups meet between those meetings as 
necessary.  

• Develop a calendar of meetings. 
• Develop a meeting format including time to hear from sites and district 

leadership on implementation updates and current needs. 
• Establish subcommittees for members to support various needs and 

ensure distributed/balanced membership. 
• Co-develop steering committee bylaws. 
• Consider facilitation both in form and in leadership. Some Steering 

Committees involve a trusted intermediary in the form of a nonprofit. 
Others rotate facilitation among sub-committee members. Meetings 
benefit from facilitation that ensures equity of voice, access to and 
processing time of pertinent information, and shared leadership 
structures. 

3. Adopt collaborative decision-making procedures. 
• Include ample time for discussion and employ protocols that ensure 

equity of voice. 
• When possible, use consensus, but use a majority vote when a 

consensus cannot be reached. 
4. Develop subcommittees to lead, track and sustain the work of the key 

roles of the Steering Committee: Funding, Community School Selection, 
Support Implementation, Evaluation, Awareness, and Policy Advocacy. 

• Establish subcommittees for members to support various needs and 
goals. 

• Develop charters and timelines for each subcommittee. 
• Develop a rotating calendar for each sub-committee to report to the 

larger Steering Committee. 
5. Develop and revisit the Community School vision, policy, and guidance 

documents. 
• Ensure that all Steering Committee members understand the 

Community School model's evidence-based practices and research, as 
well as all district-level evidence of need and impact. 

• Update the site and school-level guidance document regularly. 
Updates to the guidance document should center on key learnings 
that will improve existing practices. 

• Respond to the needs articulated by the interest-holders involved in 
the Community Schools. While most needs can be met on a school and 
local level, there are always needs that schools and communities can’t 
meet, as well as needs experienced across sites that may warrant a 
larger system-level response. 

6. Develop a two-way communication cycle between the district, school 
sites, and the Steering Committee teams, as well as communication with 
the community at large. 
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• Plan for quarterly (at a minimum) engagement between the Steering 
Committee and school sites, focusing on implementation status and 
exploring what supports are necessary to help schools achieve their 
vision. 

• Ensure a shared community-wide awareness of and commitment to 
the Community Schools initiative. 

• Ensure equitable access and communication related to the Community 
School strategy messaging across the LEA—including language access, 
differing abilities, and culturally relevant practices. 

7. Recognize and address the complexity of both launching and sustaining a 
Steering Committee. 

• Ensure understanding of the Community School strategy and ongoing 
capacity building for all Steering Committee members. 

• Support the mindset work necessary to move away from a top-down 
culture and toward systems of shared leadership. 

• Attend to relational trust and power dynamics. Protect time each 
meeting to build community within the team and to review or 
recommit to your shared leadership beliefs and practices. 

• Sustain the health of the Steering Committee. Plan for reviews of the 
Committee’s function, culture, health, and productivity. 

• Articulate succession and onboarding plans to address both exiting and 
entering committee members, as well as changes in district-level 
staffing. Identify appropriate onboarding information related to 
Community Schools and the Steering Committee work.  
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Appendix A: Resources 

Topic/Role Resources 

Overall  Community Schools and Co-Governance 

Funding Financing Community Schools 

Selection Process LAUSD Application Process Examples 
 
5 Steps to Kickstarting Community Schools in Your District 

Support 
Implementation 

The Six Pillars of Community Schools Toolkit PDF 
LEA Self-Assessment Tool 
NEA Community School Strategy School Level 
Implementation (NEA site-level benchmarks 

• NEA Community School Benchmarks Self-
assessment 

 
Building Effective Community School Systems 

• NEA Building Effective Systems Self Assessment 
 
MOCHA Framework 

• MOCHA Chart Template 

Evaluation Building a Community School Systems 
 
Measurement Worksheet 

Awareness San Diego Unified Community School Google Site 
 
Community Schools Fact Sheet PDF 
Community Schools as an Effective School Improvement 
Strategy: A Review of the Evidence  
Community Schools: An Evidence-Based Strategy for 
Equitable School Improvement PDF 

Policy Draft BOE resolution San Diego 
 
Sample BOE Language and MOUs 
 
Strengthening Public Schools for Student Success: School 
Board Policies and Resolutions 

https://dignityandrights.org/wp-content/uploads/2025/03/Co-governance-Community-Schools_1column_chalk-1.pdf
https://futureforlearning.org/2020/04/16/financing-community-schools/
https://drive.google.com/drive/folders/1F1nONyHDEREsKRAcmtDb989RtMlc-O_u?usp=sharing
https://www.nea.org/build-community-schools
https://www.nea.org/sites/default/files/2020-08/Comm%20Schools%20ToolKit-final%20digi-web-72617_0.pdf
https://docs.google.com/document/d/1YUkKKVDI6SCuH_jmpsOkKGr9MKLrv-t8/edit
https://drive.google.com/file/d/1TBys0p4JWA8B-QbXu45sD1Y_qL2zHmYO/view?usp=drive_link
https://drive.google.com/file/d/1TBys0p4JWA8B-QbXu45sD1Y_qL2zHmYO/view?usp=drive_link
https://docs.google.com/spreadsheets/d/1jP69jE1r17fFAFSfk3aKguY2B9x-d08Yh8_y0rb6h9g/edit?usp=sharing
https://docs.google.com/spreadsheets/d/1jP69jE1r17fFAFSfk3aKguY2B9x-d08Yh8_y0rb6h9g/edit?usp=sharing
https://drive.google.com/file/d/1xyLi6Vt_8hytTzJj9adnAT8vw2Ih0o8O/view?usp=sharing
https://docs.google.com/spreadsheets/d/1ae68-2YWs3_uqp3Fijpjwv8s_GDyjcoD_Al0fe3k8SE/edit?usp=drive_link
https://www.managementcenter.org/resources/assigning-responsibilities/
https://docs.google.com/document/d/1-WaUKu40qKk2JQb1-I9fhuDO-T4Y7HsJWMIm_2PLoN8/edit?usp=sharing
https://www.communityschools.org/wp-content/uploads/sites/2/2023/06/IEL_SystemsBuildingGuide_2022_FINAL_2.15.pdf
https://docs.google.com/document/d/1E5Hm6LU7trwcKJckpCw4JSZjTegSs7s8sq1-906U0rQ/edit?tab=t.0
https://sites.google.com/sandi.net/sdusd-community-schools/home
https://www.nea.org/sites/default/files/2021-08/Community%20Schools%20Fact%20Sheet.pdf
https://www.nea.org/sites/default/files/2020-06/Community_Schools_Effective_REPORT.pdf
https://www.nea.org/sites/default/files/2020-06/Community_Schools_Effective_REPORT.pdf
https://www.nea.org/sites/default/files/2020-06/Community_Schools_Evidence_Based_Strategy_BRIEF.pdf
https://www.nea.org/sites/default/files/2020-06/Community_Schools_Evidence_Based_Strategy_BRIEF.pdf
https://docs.google.com/document/d/1g8VroJ8IA8dIU2uwruHzfy8JLXYv7V15NRmVHnmzZpg/edit?usp=sharing
https://drive.google.com/file/d/1TS4XBb61oe28PHuIMAhaTq0eY8gQ3N8a/view?usp=drive_link
https://www.nea.org/sites/default/files/2024-04/strengthening-public-schools-school-board-policies.pdf
https://www.nea.org/sites/default/files/2024-04/strengthening-public-schools-school-board-policies.pdf
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Steering Committee 
Formation Resources 

Sample bylaws for the Las Cruces Partnership for 
Community Schools 
 
Baltimore City Community Schools Steering Committee 
 
Baltimore County Public Schools: Community Schools 
Stakeholder Steering Committee 
 
Leading By Convening 
 
Collaborative Decision-Making in Community Schools 

• Shared Decision making: Fist to Five methodology. 
Sample School vision: Explore Community School 
Nashville, TN 
 
Sample District Vision:  

• San Diego Unified, San Diego , CA  
•  Madison Metropolitan School District, Madison, WI 

 
 
Appendix B: Community School Pillars – Three Frameworks 
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https://drive.google.com/file/d/1CHe_RWWC3yHe8SsThADMG77EI-BamyuG/view?usp=sharing
https://drive.google.com/file/d/1CHe_RWWC3yHe8SsThADMG77EI-BamyuG/view?usp=sharing
https://www.baltimorecityschools.org/article/1769535
https://www.bcps.org/cms/One.aspx?portalId=31979921&pageId=70209465
https://ncsi.wested.org/resource/leading-by-convening/
https://docs.google.com/document/d/1Iu9CeqlvKld_94Pn2O6Y4PqdvEADzGFrLumvwrC6uMw/edit?usp=sharing
https://www.lucidmeetings.com/glossary/fist-five
https://www.explorecommunityschool.com/our_mission__vision
https://www.explorecommunityschool.com/our_mission__vision
https://www.sdcoe.net/students/community-schools
https://www.madison.k12.wi.us/families/community-schools/about-community-schools
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NOTES: 


