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Strategic Alignment for Effective Board Governance 
Connecting Board Direction, Priorities, Plans, and Student Outcomes 
Districts, schools, and BOCES may maintain several 
educational plans at the same time. Each can serve a 
different purpose, but the work should point in a common 
direction: the vision and priorities adopted by the board and 
the outcomes sought for students. 

This resource is designed to help board members and 
superintendents examine whether those connections are 
clear, whether responsibilities are understood, and whether 
progress is monitored with meaningful evidence. It offers key 
considerations and adaptable tools for local use. 

Why Strategic Alignment Matters
Alignment helps an organization translate broad direction into coordinated action. When board priorities, 
district strategies, school improvement plans, policies, and resource decisions reinforce one another, 
leaders can more readily explain why work is being done and how it is expected to benefit students. When 
plans are developed in isolation or on different timelines, gaps, duplication, and competing initiatives can 
go unnoticed. 

Alignment is not the same as making every plan identical. A school plan may respond to a local 
performance challenge while still contributing to districtwide priorities. The key is being able to explain the 
connection, identify who is responsible for implementation, and determine what evidence will show 
whether the work is making a difference. 

A Shared Direction with Distinct Roles 
Strategic alignment depends on a clear understanding of the role of the board and superintendent.  Also, it 
clarifies what aspects of the work are shared.  The table below details this information. 

BOARD OF EDUCATION SUPERINTENDENT SHARED GOVERNANCE WORK 

Establishes the district’s vision, 
adopted priorities, and policy 
direction; clarifies desired 
outcomes and the boundaries 
within which the organization 
operates. 

Leads implementation; coordinates 
district and school planning; aligns 
operational strategies, staff work, 
and resources; brings progress 
evidence and emerging issues to 
the board. 

Maintains a clear connection 
between direction and 
implementation; reviews progress 
against agreed outcomes; addresses 
policy-level decisions and trade-offs; 
keeps roles clear. 

Note. The descriptions above are practical framing, not a substitute for applicable law, local policy, or the board’s chosen governance model.  
Boards and superintendents should clarify expectations in their own context. 
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Key Considerations for Effective Alignment 
A few considerations are critical for ensuring plan alignment and include the following: 

• Start with adopted direction. Identify the board’s current vision, governing policies or ends, and formally 
adopted priorities before reviewing subordinate plans. 

• Make the connection visible. Each major district or school plan should be able to identify the board direction 
it supports or explain why it is required for another reason, such as a statutory, contractual, safety, or 
compliance obligation. 

• Distinguish outcomes from activities. Training sessions, new materials, and completed tasks may be useful 
implementation milestones, but they do not by themselves show whether students are benefiting. 

Example (illustrative):  
-Activity: “All K–3 teachers completed 20 hours of structured literacy training.” 
-Outcome: “The share of third graders meeting expectations on CMAS ELA rose from 38% to 45%.” 
The first shows the work happened; only the second shows whether students benefited. 

• Clarify ownership and decision rights. Name who leads the work, who provides support, what decisions are 
delegated, and which questions require board direction or action. 

• Look across plans and resources. Check for duplication, competing priorities, unaddressed student needs, 
and whether staff time, professional learning, and funding match the stated priorities. 

• Coordinate timelines. Plans may be updated on different cycles. A shared review calendar helps leaders 
notice when priorities, measures, or assumptions have changed. 

• Use evidence to learn and adjust. Agree on a manageable set of outcome measures, interim indicators, and 
implementation milestones. Use results to ask what is working, what needs attention, and what decisions are 
needed. 

Examples (In practice):  
-Outcome measure: the result for students the board wants, such as the percent of third graders reading at 
grade level by spring. 
-Interim indicator: an early signal checked during the year, such as fall and winter benchmark results or 
quarterly chronic absenteeism. 
-Implementation milestone: evidence the work is on schedule, such as all K–3 teachers trained by October and 
an intervention block in every elementary schedule by January. 

• Communicate the rationale. Explain how major initiatives connect to district priorities, why they matter for 
students, and how progress will be evaluated so staff and community members understand the purpose 
behind the work. 

A Practical Alignment Test 
Use these three checks when a plan is created, revised, or brought forward for board consideration. 

1. DIRECTION 2. RESPONSIBILITY 3. EVIDENCE 

Does the plan connect to 
the board’s adopted vision, 
policies, priorities, and 
desired student outcomes? 

Is it clear who sets direction, 
who leads implementation, and 
how the board will monitor 
progress without managing day-
to-day operations? 

What information will 
show progress toward 
the intended outcome 
not only completion of 
activities? 
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Recommended Approach: Build and Use a Crosswalk 
A crosswalk is a simple working document that makes connections among plans and policies visible. It is not 
intended to create another layer of planning or require every document to use the same format. Use it to 
identify alignment, gaps, duplication, unclear ownership, and evidence that may be missing. 

Crosswalk Implementation Steps: 

1. Gather the relevant board vision and policies, adopted strategic priorities, district strategic plan, district 
Unified Improvement Plan (UIP), school UIPs, and other major plans or initiatives. 

2. For each plan, record the priority or outcome it supports and the specific connection to board direction. 
Avoid vague links such as “supports student success” without identifying the relevant priority. 

3. Identify the implementation lead and the board’s appropriate monitoring point. Note whether the plan needs 
board action, superintendent-level coordination, or school-level follow-through. 

4. Check the measures: include intended outcomes, interim indicators or targets where available, and 
implementation milestones that help explain progress. 

5. Flag plans with no clear connection, competing priorities, duplicated work, missing measures, or review dates 
that do not line up. 

6. Select a manageable number of gaps for follow-up. Assign a lead and a date for reporting back rather than 
attempting to solve every issue at once. 

Common Warning Signs of Poor Plan Alignment 

SIGN WHAT IT MAY INDICATE POSSIBLE NEXT STEP 

Activity is reported, but 
outcomes are unclear. 

The plan may track completion 
more than impact. 

Ask what change is expected for 
students and what evidence would 
help assess it. 

A major initiative 
cannot be traced to 
adopted priorities. 

Planning or resource decisions 
may be disconnected from board 
direction—or the rationale may 
not be documented. 

Clarify the connection, determine 
whether board direction is 
needed, or explain the separate 
requirement driving the work. 

Several plans address 
the same issue 
differently. 

Teams may be duplicating work 
or using inconsistent measures. 

Coordinate plans and owners; 
align measures and review points 
where appropriate. 

Plans are reviewed on 
unrelated timelines. 

Changes in direction or 
assumptions may go unnoticed. 

Use a shared governance and 
planning calendar to coordinate 
review points. 

Board discussion shifts 
into operational task 
management. 

Governance and implementation 
roles may be unclear. 

Return to the intended outcome, 
policy direction, evidence, and any 
decision that requires board 
action. 
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Questions That Support Alignment 

SUPERINTENDENT TO BOARD BOARD TO SUPERINTENDENT 

1. Are our vision and priorities still the right focus 
for students? 

2. What outcomes and evidence would be most 
useful for monitoring progress? 

3. Which trade-offs or policy questions need 
board direction? 

1. How does this plan connect to our 
adopted vision and priorities? 

2. What evidence will help us understand 
whether students are benefiting? 

3. What is on track, off track, or changing 
and is any board action needed? 

Turn Alignment into a Recurring Routine 
A crosswalk is most useful when it becomes part of regular governance and planning practice rather than a 
one-time exercise. A board and superintendent may use an annual calendar to identify when key policies, 
strategic priorities, improvement plans, targets, and progress reports will be reviewed. 

• At the start of the planning cycle, confirm the board’s adopted direction and identify major planning and 
resource decisions ahead. 

• During the year, review progress evidence at agreed intervals and ask whether implementation remains 
connected to the intended outcomes. 

• When new information or a significant change emerges, determine whether the response belongs to 
operational leadership, requires a policy decision, or calls for revisiting an adopted priority. 

• At least annually, review the crosswalk and calendar for outdated connections, duplicated efforts, missing 
evidence, and upcoming decisions. 

Summary 
Strategic alignment is an ongoing governance practice. It helps ensure that district and school plans 
contribute to a coherent set of priorities, that responsibilities remain clear, and that leaders use evidence to 
monitor progress toward student outcomes. A practical crosswalk and shared review calendar can make 
alignment easier to see and sustain. The intent is not to prescribe a single planning model, but to support 
purposeful, coordinated work that fits each district’s context. 

References 
• Resource Guide prepared for Superintendent & Board Chair Learning Cohort, Session 2: October 14, 2026. 

 

Background Information related to CDE Board Supports: 

CDE support, grounded in C.R.S. 22-11-208, is non-directive and non-partisan, focusing on best practices and resources. 
CDE does not prescribe governance approaches; these decisions remain with local boards. Boards should consult legal 
counsel for specific guidance.  Related resources are available at: https://ed.cde.state.co.us/cdeedserv/board-of-
education-supports.  Disclaimer:   Portions of this document were developed with the assistance of ChatGPT for light 
editing, language refinement, and content recommendations. All final content was reviewed and approved by the 
author(s). Prepared as a companion resource for the Superintendent & Board Chair Leadership Learning Cohort, 
Session 2: Strategic Alignment: Vision, Priorities & Student Outcomes (October 14, 2026). 

https://drive.google.com/file/d/1byqaerdBLoEni_x6Z_HS7J5ctVIXRvgh/view?usp=sharing
https://ed.cde.state.co.us/cdeedserv/board-of-education-supports
https://ed.cde.state.co.us/cdeedserv/board-of-education-supports
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Plan & Policy Crosswalk: Alignment Worksheet 
 

Use this worksheet as a discussion tool for the board–superintendent team and district leadership. Adapt 
the columns or add rows to fit local plans and policies. Start with a manageable set of major documents 
rather than trying to inventory every operational procedure. 

 

Plan/Policy Owner Core 
Purpose 

Aligned to 
other plans? Gaps? 

 
 

 

 
 

 

 
 

 

 
 

 

 
 

 
 
 

 

 
 

 

 
 

 

 
 

 

 
 

 
 
 

 

 
 

 

 
 

 

 
 

 

 
 

 
 
 

 

 
 

 

 
 

 

 
 

 

 
 

 
 
 

 

 
 

 

 
 

 

 
 

 

 
 

 
 
 

 

 
 

 

 
 

 

 
 

 

 
 

 
Note. Suggested documents to consider (as applicable): board vision and policies; adopted strategic 
 priorities; district strategic plan; district UIP; school UIPs; major instructional or operational plans;  
relevant accountability measures and progress reports. 
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Alignment Review: Identify and Prioritize Gaps Worksheet 

Gap or 
Question 

Why It 
Matters 

Next Step / 
Decision Needed 

Lead & 
Target 
Date 

 
 

 

 
 

 

 
 

 

 
 

 
 
 

 

 
 

 

 
 

 

 
 

 
 
 

 

 
 

 

 
 

 

 
 

 
 
 

 

 
 

 

 
 

 

 
 

 

 

Team Reflection 

☐ Where is the connection between board direction and district/school plans clearest? 
________________________________________________________________________________________ 

☐ Which plan, initiative, or resource decision needs a clearer connection to adopted priorities? 
________________________________________________________________________________________ 

☐ What evidence would help the board monitor progress without directing day-to-day implementation? 
________________________________________________________________________________________ 

☐ What is one alignment gap we will address before our next review? 
________________________________________________________________________________________ 
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