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The Value of 
Board Retreats



Changes in board composition can 
impact how the board functions. 
Having an on-going board training 
and on-boarding program can help 
make those transitions smoother. 

Investing in board development 
supports both the CEO and the 
board by strengthening the board-
CEO relationship and trustee-to-
trustee cooperation and makes for a 
more effective board.

Why Hold A Board Retreat?
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Board Retreats 
Allow Time For 
Focused 
Discussions To

Explore emerging issues 

Address concerns

Review and clarify roles and responsibilities

Set goals and priorities

Develop a cohesive board 

Focus on strategic thinking
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Why invest the time 
and effort to 
participate in a board 
retreat?

Board members are busy professionals 
who juggle numerous responsibilities. 

Setting aside a time to engage in a retreat 
can help the board adopt a more 
collaborative approach to governance. 

Board development and on-going training 
can contribute to improving the 
effectiveness of the board. 



6

When should a board hold a retreat?

Preferable: Annually (include in the annual meetings 
calendar)

OR: When an issue arises that may need immediate 
intervention 

IMPORTANT: All board members should be committed to 
participating in board development and on-going training.
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What types 
of topics 
might be 
covered in a 
retreat?

Board ethics

Standards of good practice

Conflict resolution

Advocacy

Fundraising

Accreditation

Student success

Diversity and equity

Strategic planning

CEO transition 

Succession Planning



Board Self-
Assessment



Board self-assessment 
helps set standards, 
clarifies expectations, and 
serves as an example of 
the board’s ongoing 
commitment to 
accountability and 
assessment for the college 
community.

Purpose
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Board Self-Assessment
• Effective boards engage in a 

continuing process of self-
assessment or evaluation of 
their performance. 

• Self-assessment helps boards 
to identify where they are 
performing well, and where 
they might improve. 

• Self-assessment provides an 
opportunity to discuss board 
roles and responsibilities.
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Board Self-Assessment
• Self-assessment can strengthen 

communication, teamwork and 
understanding among board 
members, and can lead to 
stronger, more cohesive working 
groups. 

• Self-assessment serves as a 
model for the rest of the 
institution. It indicates that 
board members take their 
responsibilities very seriously.  



Accreditation 
Standards
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Regional Accrediting Organizations

U.S. Recognized Accrediting Organization

1. Accrediting Commission for Community and Junior Colleges, Western Association of Schools and Colleges (ACCJC)

2. Higher Learning Commission (HLC)

3. Middle States Commission on Higher Education (MSCHE)

4. New England Commission of Higher Education (NECHE)

5. Northwest Commission on Colleges and Universities (NWCCU)

6. Southern Association of Colleges and Schools Commission on Colleges (SACSCOC)

Source: https://www.chea.org/search-accreditors-results-table?search_api_fulltext=&field_accreditor_type=1004

https://www.chea.org/search-accreditors-results-table?search_api_fulltext=&field_accreditor_type=1004
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Southern Association of Colleges and Schools Commission on Colleges 
(SACS COC)

The Principles of Accreditation: Foundations for Quality Enhancement
4.2.g The Governing Board Defines and Regularly Evaluates Its Responsibilities And Expectations 
(Board Self-Evaluation)

As the body that holds in trust the fundamental autonomy and ultimate well-being of the 
institution, the governing board of the institution is a critical element in the success of the 
institution.

Good institutional governance requires that the board systematically asks itself:

❑ How are we doing? 

❑What are we doing? 

❑ Are we as effective as a board as we can be?

The process of institutional improvement underlies the Principles of Accreditation. [Though 
process may vary from institution to institution, it is a vital component of leadership.]

Source: RESOURCE MANUAL for The Principles of Accreditation: Foundations for Quality Enhancement (p. 29)
http://www.sacscoc.org/pdf/2018%20POA%20Resource%20Manual.pdf
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The Accrediting Commission for Community and Junior Colleges  (AACJC)

Standard IV: Leadership and Governance

7. The governing board acts in a manner consistent with its policies and bylaws. The 
board regularly assesses its policies and bylaws for their effectiveness in fulfilling the 
college/district/system mission and revises them as necessary. (Policy Review)

9. The governing board has an ongoing training program for board development, including 
new member orientation. It has a mechanism for providing for continuity of board 
membership and staggered terms of office.

10. Board policies and/or bylaws clearly establish a process for board evaluation. The 
evaluation assesses the board’s effectiveness in promoting and sustaining academic quality 
and institutional effectiveness. The governing board regularly evaluates its practices and 
performance, including full participation in board training, and makes public the results. 
The results are used to improve board performance, academic quality, and institutional 
effectiveness.
Source: https://accjc.org/wp-content/uploads/Accreditation-Standards_-Adopted-June-2014.pdf

https://accjc.org/wp-content/uploads/Accreditation-Standards_-Adopted-June-2014.pdf
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Higher Learning Commission (HLC)

5.B. The institution’s governance and administrative structures promote 
effective leadership and support collaborative processes that enable the 
institution to fulfill its mission.

1. The governing board is knowledgeable about the institution; it provides 
oversight of the institution’s financial and academic policies and practices 
and meets its legal and fiduciary responsibilities.

Source: http://download.hlcommission.org/policy/HLCPolicyBook_POL.pdf

http://download.hlcommission.org/policy/HLCPolicyBook_POL.pdf
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Middle States Commission on Higher Education (MSCHE)
The institution is governed and administered in a manner that allows it to realize its stated 
mission and goals in a way that effectively benefits the institution, its students, and the other 
constituencies it serves. even when supported by or affiliated with governmental, corporate, 
religious, educational system, or other unaccredited organizations, the institution has education 
as its primary purpose, and it operates as an academic institution with appropriate autonomy.

Standard VII - Governance, Leadership, and Administration

An accredited institution possesses and demonstrates the following attributes or activities:

2. a legally constituted governing body that:

a. serves the public interest, ensures that the institution clearly states and fulfills its mission and 
goals, as fiduciary responsibility for the institution, and is ultimately accountable for the 
academic quality, planning, and fiscal well-being of the institution;
Source: https://www.msche.org/standards/

https://www.msche.org/standards/
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The New England Commission of Higher Education (NECHE)

STANDARD THREE:  ORGANIZATION AND GOVERNANCE

Governing Board

3.8 The board systematically develops, ensures, and enhances its own effectiveness 
through orientation, professional development, and periodic evaluation.  Its role and 
functions are effectively carried out through appropriate committees and meetings.

3.10 The board appoints and periodically reviews the performance of the chief executive 
officer whose full-time or major responsibility is to the institution.
Source: https://www.neche.org/resources/standards-for-accreditation/

https://www.neche.org/resources/standards-for-accreditation/
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Northwest Commission on Colleges and Universities (NWCCU)

Standard Two – Resources and Capacity

2.A Governance GOVERNING BOARD

2.A.6 The board establishes, reviews regularly, revises as necessary, and exercises broad 
oversight of institutional policies, including those regarding its own organization and 
operation. (POLICY REVIEW)

2.A.7 The board selects and evaluates regularly a chief executive officer who is 
accountable for the operation of the institution. It delegates authority and responsibility 
to the CEO to implement and administer board-approved policies related to the 
operation of the institution.

2.A.8 The board regularly evaluates its performance to ensure its duties and 
responsibilities are fulfilled in an effective and efficient manner.
Source: https://www.nwccu.org/accreditation/standards-policies/standards/

https://www.nwccu.org/accreditation/standards-policies/standards/
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Questions to 
Consider

What are the legal obligations of board 
members? Does each member of the board 
understand these expectations?

Do bylaws and other written documents for 
board procedures make clear the role of and 
limits of board actions?

Do bylaws and other written documents for the 
board distinguish the roles between the board 
(policymaking) and the CEO (administrative)?

Is the board structure working well? Are 
committee responsibilities well defined?

Source: RESOURCE MANUAL for The Principles of Accreditation: Foundations for Quality Enhancement (p. 29)
http://www.sacscoc.org/pdf/2018%20POA%20Resource%20Manual.pdf
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Questions to 
Consider

Is the orientation of new board 
members effective?

How does the board stay informed 
as to the financial health of the 
institution?

How does the board maintain its 
focus on the institutional mission?

Is review of the mission statement 
a regular expectation of the 
governing board?

Source: RESOURCE MANUAL for The Principles of Accreditation: Foundations for Quality Enhancement (p. 29)
http://www.sacscoc.org/pdf/2018%20POA%20Resource%20Manual.pdf
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Questions to 
Consider

What is the relationship between the institution’s 
chief executive officer and the institution’s governing 
board?

What protections are built into the board structure to 
ensure the board is not subject to undue influence by 
a minority of members or by external forces?

Are board minutes clear and accurate? Do they 
provide sufficient detail to capture the results of 
deliberations?

Do board procedures regarding protection from 
internal conflicts of interest work appropriately?

Source: RESOURCE MANUAL for The Principles of Accreditation: Foundations for Quality Enhancement (p. 29)
http://www.sacscoc.org/pdf/2018%20POA%20Resource%20Manual.pdf
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Questions to 
Consider

What is the relationship between the institution’s 
chief executive officer and the institution’s governing 
board?

What protections are built into the board structure to 
ensure the board is not subject to undue influence by 
a minority of members or by external forces?

Are board minutes clear and accurate? Do they 
provide sufficient detail to capture the results of 
deliberations?

Do board procedures regarding protection from 
internal conflicts of interest work appropriately?

Source: RESOURCE MANUAL for The Principles of Accreditation: Foundations for Quality Enhancement (p. 29)
http://www.sacscoc.org/pdf/2018%20POA%20Resource%20Manual.pdf
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Questions to 
Consider

Does the board have a functioning 
self-evaluation process?

Are procedures for CEO
succession clear?

If the governing board interacts with 
other boards (e.g., system boards, 
foundation boards, alumni boards), 
are duties and expectations clear?

Source: RESOURCE MANUAL for The Principles of Accreditation: Foundations for Quality Enhancement (p. 29)
http://www.sacscoc.org/pdf/2018%20POA%20Resource%20Manual.pdf
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Sample Documentation

Statements of board responsibilities and expectations.

Schedule used by the board for self-review.

Board policies and procedures regarding board self-evaluation.

Board minutes or reports detailing the findings of board self-evaluation.

Materials used as part of the self-examination process (e.g., excerpts from board 
books, retreat handouts, summaries).

Source: RESOURCE MANUAL for The Principles of Accreditation: Foundations for Quality Enhancement (p. 29)
http://www.sacscoc.org/pdf/2018%20POA%20Resource%20Manual.pdf



Process
Best determined by the governing board itself. 

What is expected of this 

standard is something

more substantive than

a statement that

“the board conducted a 

self-evaluation.”

Annual Board Retreat. 

Include in an annual 
orientation/reorientation 

of the board. 



Good Practice

✓ Board process to document an 
effective review that 
demonstrates meaningful 
feedback and dialog.

✓ Board policy addressing the self-
evaluation as a duty.

✓ Documentation of appropriate 
approvals and outcomes of the 
process.

✓ Timelines for future, and if 
possible, past implementations.
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You Should Have A
Board Policy Review the current Board Policy that 

identifies/enumerates the Board powers 
and duties.

Review

Update this policy to include the 
“periodic self-evaluation” as one of the 
duties of the Board.

Update

The updated or new Board Policy will be 
documentation, along with Board 
agendas and minutes where the new 
policy was introduced and approved.

Evidence
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Sample Board 
Policy

2.A.6 The board establishes, reviews 
regularly, revises as necessary, and 
exercises broad oversight of institutional 
policies, including those regarding its 
own organization and operation.

2.A.8 The board regularly evaluates its 
performance to ensure its duties and 
responsibilities are fulfilled in an 
effective and efficient manner.

Source: https://www.nwccu.org/accreditation/standards-policies/standards/
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Recommendations

Updated or new Board Policy regarding Board Powers and Duties.

Board Training/Development Alignment document.

Updated Board Professional Development/Training manual.

Evidence of Board Effectiveness Assessment Instrument and Summary results for each cycle.

Board agendas demonstrating a schedule of activities in the self-review process that took place.

Board minutes documenting that the policy was updated, the review process took place, the effectiveness evaluation 
was conducted, the consensus of any recommended changes, and the implementation of recommended changes.
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Examples of Criteria
• Board Organization (Productivity & Consistency)

• Policy Role & Direction (Roles & Responsibilities)

• Board-Trustee-Chair-CEO Relations

• Community College and Student Relations

• Community Relations

• Standards for College Operations (Institutional 
Effectiveness)

• Board Leadership

• Advocating for the College

• Board Education

• Experience as an Individual Trustee 
(Preparedness/Satisfaction)

Copyright ©2019  ACCT. Please do not reproduce without permission.
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Sample Items

• Board meetings are conducted in such a manner that the purposes are achieved 
effectively and efficiently.

• Board members are given adequate information on the issues about which they 
are requested to make decisions about.

• Board members make decisions after thorough discussion and exploration of 
many perspectives.

• The Board understands that the primary function of the Board is to establish the 
policies by which the community college is to be administered.

• The Board spends sufficient time discussing the future direction of the College.
• The Board focuses on policy in Board discussions, not administrative matters.
• The Board has clarified the difference between its policy role and the roles of the 

CEO and staff.

Copyright ©2019  ACCT. Please do not reproduce without permission.
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Sample 
Open-Ended 

Questions

• What are the Board’s greatest strengths? 

• What are the major accomplishments of 
the Board in the past year?

• What are areas in which the Board could 
improve?  

• What do you feel the Board should make 
its priorities for the coming year?  



ACCT Process



Date Activity

TBD
In consult with the board chair (or designee) and president/CEO, ACCT 
develops a customized assessment instrument.

TBD
The board of trustees and president/CEO approve the assessment 
instrument.

TBD

ACCT distributes a link to each trustee to complete the assessment. (We 
usually allow up to 2 weeks for the board members to respond, though we 
will work within the timeframe the board is comfortable with.)

TBD Data collection closes on a mutually agreed-upon date.

TBD
ACCT prepares a confidential summary analysis for the board to review. 
(We need up to 2 days to prepare the report.)

TBD
ACCT sends hard copies of the summary report to the board, which should 
be distributed to each board member at the same time for discussion.

Copyright ©2019 ACCT. Please do not reproduce without permission.



CEO Evaluation
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CEO Evaluation

Evaluating the CEO is one 
of the central functions of 
the Board of Trustees. 
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CEO Evaluation
Helping Boards and CEOs

✓ Strengthen and Build the Board-CEO Relationship.

✓ Get to know the expectation of all board members and the CEO.

38

©2019 Association of Community College Trustees. (ACCT) Not for distribution.  
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• Should be a rewarding experience

• Provides an opportunity for the board to take stock of the CEO’s 
contributions 

• Establishes a learning agenda around emerging issues and needs 

• Strengthens the board-CEO relationship  

• Clarifies expectations of the Board and CEO

• Fulfills contractual obligations

• Develops a positive climate for growth

CEO Evaluation…

39

©2019 Association of Community College Trustees. (ACCT) Not for distribution.  
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Questions
• Should the faculty and staff  be involved?

• Is a 360o appraisal a reasonable way to go?  

• What other methods are used in higher education?

• Is the appraisal approach appropriate for a higher education environment?

• How does a Board assess the CEO without it ending up on the front page of the 
newspaper?

• How often should the CEO be evaluated?

• What criteria should be used?

• How should information be gathered?

• What should be done with the evaluation results?

• What are the implications on the contract and compensation?
Source: Cindra Smith, Trustee Handbook, ACCT

40

©2019 Association of Community College Trustees. (ACCT) Not for distribution.  



Setting Expectations
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Focus on priorities

Cover as many different topics as you can

Involve the president/chancellor

Involve all board members

Focus on the positive

Think long-term

Understand the complexity of the CEO role

Study leadership

Study how other colleges conduct CEO evaluation

The Process
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Examples of 
Assessment 

Categories

• Institutional Performance

• Committed Leadership focused on Student Success

• Organizational Strategy

• Institutional Leadership

• External Relations

• Community Engagement

• Partnerships

• Communications

• Budgetary/Fiscal Management

• Board-CEO Relations

• Fundraising

• Specific Performance Goals for the Upcoming Year
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Sample Evaluation Items

Institutional Performance

• Provides effective leadership in establishing and maintaining excellent student 
services.

Institutional Leadership

• Implements College operations pursuant to policy, statutes, and regulations.

Board-CEO Relations

• Communicates with board members to inform and resolve issues of interest.

44

©2019 Association of Community College Trustees. (ACCT) Not for distribution.  
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Sample Open Ended Questions

• What initiatives/projects should the CEO focus on over the next 
year?

• Assessment of performance goals for 2019-2020?  

45

©2019 Association of Community College Trustees. (ACCT) Not for distribution.  



ACCT Process



Date Activity

TBD
In consult with the board chair (or designee) and CEO, ACCT develops a 
customized evaluation instrument.

TBD The board of trustees and CEO approve the evaluation instrument.

TBD

ACCT distributes a link to each trustee to complete the evaluation. (We 
usually allow up to 2 weeks for the board members to respond, though we 
will work within the timeframe the board is comfortable with.)

TBD Data collection closes on a mutually agreed-upon date.

TBD
ACCT prepares a confidential summary analysis for the board to review. 
(We need up to 2 days to prepare the report.)

TBD
ACCT sends hard copies of the summary report to the board, which should 
be distributed to each board member at the same time for discussion.

Copyright ©2019 ACCT. Please do not reproduce without permission.
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