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USING THE GLI MANUAL 

 
The Governance Leadership Institute Manual is designed to function as both a working 
document during your time at the Institute as well as a reference document when you return to 
your College. The materials we will use for each of the ten major topics discussed are contained 
in a separate Tab in your workbook. Each tab contains relevant information, worksheets, 
reference and reading materials. We encourage you to continuously use these reference 
materials and share it with your colleagues. 
 
Throughout the Manual, items are identified as follows to assist you. 
 

 These “Pearls of Wisdom” have been culled from a variety of sources 
including the experience and work of Narcisa Polonio as both a college president 
and a trustee and her decades of work with Boards of Trustees. They are 
designed to enrich the topics under discussion. 

 

The “To Go” activities are designed to take back to your College as potential 
activities for you to use with your fellow Trustees to facilitate discussion and 
training. 

 

 The “Action” designation is given to those activities which may be used, 
discussed and/or completed on-site during the Institute. 

 

  “Reference” materials are designed to enhance the concepts presented 
during the Institute and can be read at your leisure. Hopefully, you will find the 
reference materials helpful to you as a Trustee. The reference materials may also 
be appropriate to copy and share with your fellow Trustees. 
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SETTING YOUR AGENDA 

 
Your participation at the GLI will be enhanced if you take time to reflect on what questions or 
concerns you may have.  Every trustee and President attending the GLI is expected to actively 
interact and share with the group.  We have found that the interaction and discussions are 
often the best learning opportunities. 
 
Please take a moment to consider significant questions and topics that you will find most 
meaningful and helpful to have addressed during the Institute.   

 
 

 List the one question you would most like answered at the Institute. 
 
 
 
 
 

 List the one topic you would most like discussed at the Institute. 
 
 
 
 
 
 

 Board members represent the “community” in the 
Community College. 
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TAB 1: GOVERNANCE 

 
Community Colleges are uniquely American institutions.  They are community-based 
institutions that serve wide variety of purposes that vary from state to state and college to 
college.   
 

Community College Governing Board Composition 

38 States have local governing or advisory boards 
 

12 States have state-wide governing boards 
 

33 States have appointed boards 
 

13 States have elected boards 
 

4 States have a combination of appointed and elected trustees 
 
Governing boards play a vital leadership role in their colleges and communities.  As stewards, 
trustees are responsible for ensuring that their colleges are integral parts of their communities 
and serving the educational and workforce needs of their region.  Through the development of 
policy, governing boards ensure the mission of their institution is realized.   
 
In this section we present: 
 

 Governance models 

 Trustees roles and responsibilities 

 Essential characteristics and key indicators of an effective board 

 Governance tool kit 

 Assessing board health 
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Governance Models 
Governing board effectiveness is determined in part by how boards conduct their business.  
Successful boards have a structure and set of practices that create an environment for 
meaningful policy discussions.   
 
There are many approaches to community college governance.  For some institutions, the 
governance model is prescribed by statue.  For other institutions, the governing board may 
choose a governance model.  In this case, the selected governance model is defined in the by-
laws. 
 
Important questions for trustees are: 

 What governance model are you utilizing? 

 How did it evolve? 

 What are the advantages and disadvantages of the model? 

 By using this model, what are the implications for the administration, the college and 
the trustees?   

 Does the organization and structure of your board reflect what is needed for it to be 
effective? 

 
Acknowledging variations, governing boards typically operate using a traditional model, a board 

as a whole model or policy governance®
1
 model. 

 

Governance Models 

 By Committee Board as a Whole Policy Governance® 

Goals  
 

  

Function  
 

  

Policy Making  
 

  

Operational 
Policies 

   

    

                                                      
 
1
 John Carver has registered the term Policy Governance as a specific set of board-management concepts and 

principles.   
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Governance by Committee Model 

How would you describe the governance by committee model followed by your board? 
 
 
 
 
 
 
For example: 

 Does the board establish committees only when necessary to help the board make 
decisions?  

 Does the committee limit their role to advising the board? 
 
 

Board as a Whole Model 

How would you describe the board as a whole governance model followed by your board? 
 
 
 
 
 
 
For example: 

 Does the board as a collective whole do the work? 
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Policy Governance® 

Adapted from Smith, C. J. (2000).  Trusteeship in Community Colleges: A Guide for Effective 
Governance.   Washington, DC.  Association of Community College Trustees. 
 
Policy Governance® developed by John Carver is based on principles of effective governance 
and is designed to enable strategic leadership by boards of trustees.   
 
Boards of trustees using Policy Governance® principles govern on behalf of an “ownership” that 
they clearly identify.  They state broad values in policy and delegate authority to the president 
to act in accordance with the policy.  The model allows boards to free themselves from 
unnecessary, time-consuming details and focus on the major purpose of governance – creating 
and sustaining a vision of what the organization contributes to its communities.  Policy 
Governance® emphasizes vision, values and the empowerment of both board and staff.  The 
“ends” of the organization, which include the effect colleges have on their communities, are 
differentiated from the “means” of an organization, which constitute all the programs and 
services used to achieve the ends. 
 
The model includes ten basic principles of trusteeship: 
 

1. Boards exist to represent the “ownership” of the college, which may be the local 
community, region and/or state.  The first responsibility of the board is to define and 
connect with the ownership. 

2. Boards have authority only as corporate units; individual trustees have no individual 
power to govern the institution or direct staff. 

3. Board directions are expressed as policy, which express the values and perspective of 
the board.  Making policy is the second job responsibility of a board. 

4. In making policy, boards start with large policy statements and systematically narrow 
their policy statements a step at a time, until they are comfortable with any reasonable 
interpretation staff may make. 

5. Boards define and delegate authority to staff rather than react to and ratify staff 
proposals.  They are not involved in managing operations, staff or facilitates. 

6. A pivotal duty of governance is to determine the ends (the desired result) of the 
organization.  Ends define what good is produced for which people, at what cost and are 
contained in the Ends policy category. 

7. Boards address the “means” used to achieve the ends by defining the ethical and 
prudent boundaries beyond which staff must not go.  These definitions are the 
executive limitations policies.  

8. Boards define their own responsibility and standards for board practices in the 
Governance Process policies 

9. Boards define relationships with management and staff that are empowering, 
responsible and clear.  The relationships are stated in the Board-Staff Relationship 
policies. 
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10. Executive performance is monitored rigorously against policy criteria.  The third job 
responsibility of the board is to assure institutional and executive performance through 
monitoring progress toward Ends and adherence to Limitations. 

 
Boards have essentially threes jobs: to connect with the owners of the institution, to make 
policy and to assure institutional and executive performance.  They express their values for the 
organization in four policy categories (Ends, Limitations, Board-Staff Relationships, and 
Governance Processes) that contain few, succinct and broad statements.  The President tis 
empowered to lead the organization and to further delegate authority to achieve the Ends 
within the boundaries established by the board. 
 
A Policy Governance® board is proactive and futuristic; and clearly explicates its values.  The 
model helps boards avoid both meddling and rubber-stamping.  The authority and 
responsibility of the board, president, faculty and staff are delineated.  Board meetings agendas 
are often shorter and deliberations are about long-term issues. 
 
 
A New Vision of Board Leadership: Governing the Community College 
By John Carver and Miriam Mayhew 
Published by the Association of Community College Trustees, 1994 

To order copies contact ACCT at 202.775.4667 or www.acct.org 
 
 
 
  

http://www.acct.org/
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What is Policy Governance®? 
By Tom Gregory 

 
For ages too few people questioned that the earth was basically flat. Similarly, for decades few 
persons questioned the traditional ways in which boards and CEOS (and staff) have coexisted. 
At last, someone looked at the inadequate situation, decided that there had to be a better way, 
and found a better way. Thank you, John Carver. 
 
Each of us has at least a vague idea of what a board does and how a board and CEO operate. 
These unchallenged concepts, passed down from others, frequently have led to undefined 
overlapping roles of the board and of the CEO. Conflict, misunderstanding, frustration, and 
inefficiency have been common and sadly have been accepted as natural and inevitable. 
 
Policy Governance is a way for a board and CEO to lead and to manage an organization in 
partnership. Policy Governance is a method, a conceptual model for governing, that works in 
the real world and which deals with real world problems and situations. Policy Governance was 
born and bred in public and non-profit organizations, but Policy Governance can be used and is 
used in the corporate sector. Policy Governance is a tested well-thought-out workable system 
that stands in contrast to the flawed combination of problem fixes which comprises traditional 
organizational governance. 
 
Policy Governance recognizes the huge responsibilities which board members have, recognizes 
the number and size of board-realm decisions which need to be made, and recognizes the 
importance that board members understand and act on values held by the public (or those who 
morally own the organization). Policy Governance provides a way for a board to carry out its 
fiduciary responsibilities which, to many persons, is awesome. 
 
Policy Governance recognizes that board members normally are not working within the 
organization 50 or 60 hours a week, and therefore should not be trying to manage operations, 
staff, or facilities. The CEO and supervisory staff are selected and paid to carry out that 
management role. The board can better spend its time truly leading the organization which 
responsibly delegating what can be responsibly delegated. Policy Governance leads to an 
economy of board operation, to a minimum waste and best use of valuable board member 
time. Policy Governance addresses board job design and enables strategic leadership by 
governing boards. 
 
Policy Governance is a way of enabling a board to be efficient and effective. 
 
Policy Governance is a relationship, a partnership between the board and management with 
clear roles for each. Board members, officers, CEO, and senior staff know what their jobs are 
and are not. The core ideas of Policy Governance are simple. 
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Policy Governance is a coherent collection of guidelines, roles, and protections, which fit 
together to produce the long desired governance results. This collection enables the board and 
staff to focus attention on their appropriate work and not have to focus attention on the 
common problems caused by traditional ill-defined and vaguely-defined governance. A 
common reaction to Policy Governance is “This makes so much sense. I do not understand why 
we were not doing this sooner.” 
 
Policy Governance defines a board/staff division of labor, a division of primary focus. Policy 
Governance has found a natural and useful boundary line, a line which has flexibility and which 
can be adjusted by the board. 
 
Policy Governance encourages having strong, competent, knowledgeable board and a strong, 
competent, knowledgeable CEO. With clear separate roles, the board and CEO need not 
compete with each other. Each benefits from a powerful and fully functioning partner. 
 
Policy Governance is an expression of the values of the owners of the organizations, values 
about why the organization exists, and values about how the organization accomplishes its 
outcomes. Policy Governance directs that the board be effectively linked to its ownership. 
Policy Governance is a way of elevating deliberations by the board and by the public to the 
more significant and longer-range than is traditional. Board time is spent on matters that 
cannot or should not be delegated to anyone else. 
 
Policy Governance is a framework that enables a board to benefit from diversity of opinion and 
to function as a unit rather than as disparate parts. Diversity is even invited and encouraged 
and used. 
 
Policy Governance directs the board to create an explicit vision of the intended outcomes of the 
organization, i.e., policies (called Ends) describing exactly why the organization exists, with 
priorities or other value guidelines related to the outcomes intended. Such a clear vision 
becomes a powerful leading beacon and is a natural leadership instrument. 
Policy Governance assures that the board creates policies regarding delegation of authority, 
governance of the organization, and operational behavior boundaries. Board members become 
grounded in a workable philosophy of governance. New board members, having the board 
policies, are able to quickly function effectively on the board. 
 
Policy Governance establishes a clear set of boundaries within which the executive may operate 
and establishes clear direction and priorities for the executive to pursue. Policy Governance 
leads to the best use of the executive’s abilities and offers a fair and natural way of evaluating 
the executive’s performance. 
 
Policy Governance is so named from the board’s establishment and use of a set of policies 
which give direction and guidance to the organization. Instead of having to make the same 
decisions repeatedly, the board translates its values into policies which give direction to and set 
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boundaries on decisions. This pre-thinking allows decisions to be made at a wise level and gives 
the organization and its management the ability to react quickly to changing situations. This 
system frees the board from much wasted time. 
 
Policy Governance directs that the board assure executive and organizational performance 
through systematic monitoring, i.e., assures that the intended organizational outcomes are 
reached and assures that the operational boundaries, set by the board, are not violated. 
 
Policy Governance eliminates many unnecessary conflicts, gaming, posturing, non-acceptance 
of appropriate responsibility, and meddling. Policy Governance allows a board not to give 
inordinate time to attention seekers. Board member renegades are not allowed to meddle and 
interfere with the work of the staff. These improvements are accomplished through setting up 
a very workable system which is guided through carefully thought-out policies. 
 
Policy Governance is not a panacea. With Policy Governance, a board still has to deal with 
differences of information, opinion, and values. Hard decisions still must be made, but an 
intelligent system is in place to deal with the differences. Roles and responsibilities are much 
clearer and make sense. The organization has clearly defined intended outcomes, and 
organizational behavior and progress is monitored and is known. With governance much less a 
problem, full attention and resources can be directed toward the reason the organization exits. 
 
The above paragraphs are an attempt to explain what Policy Governance is and does, not so 
much how Policy Governance works or what steps are needed to accomplish the results of 
Policy Governance. Continue to page five for information on Policy Governance 
implementation. 
 
Source: Gregory, Tom. (1996). What is Policy Governance®? Trustee Quarterly, Issue 1, 3-4. 
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GUIDE TO TRUSTEE ROLES AND RESPONSIBILITIES 

Collectively, trustees form a board of trustees.  As stewards of the institution, boards of 
trustees advance the mission of the college through policy.   
 
Individual trustees have specific responsibilities to contribute to the effective function of the 
board of trustees as a whole.  Trustees know their roles and their communities, as they 
represent the public interest.  They are visionary and thoughtful leaders. They understand the 
college culture and programs, and support the college’s pursuit of its mission.  Trustees act with 
integrity and respect, and use their influence appropriately.  They avoid situations where there 
are actual or perceived conflicts of interest. Wise trustees work together as a team to guide 
their college to excellence and success. 
 

Board Member Job Description 

All members of the board should regularly attend board meetings and make a serious 
commitment to actively participate in the deliberations of the board. All board members have a 
responsibility to stay informed about matters that come before the board; they must prepare 
themselves for meetings and review and comment on minutes and reports. 
 
Board members should be willing to volunteer for and accept assignments made to them by the 
Board Chair and they should strive to complete those assignments completely and on time. If 
the Board is organized into committees, the members should be willing to serve on a 
committee and to stay informed about the committee matters.  
 
Members should strive to know all members of the board and build a working relationship with 
them that leads to a collegial working environment.  
 
Members should participate actively in the evaluation of the board and board retreats.  
Increasingly, they are being asked to participate in fundraising and in college events. 
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Roles and Responsibilities 

Adapted from Smith, C. J. (2000).  Trusteeship in Community Colleges: A Guide for Effective 
Governance.   Washington, DC.  Association of Community College Trustees. 
 

Work as a Member of the Board Team 

Trustees are contributing members of a team of people that govern the institution.  Effective 
governance requires that trustees contribute their perspective and skills, share common goals, 
establish clear roles, communicate honestly and with civility and respect each other.    
 
Thoughtful trustees consider many sources of information when making decisions.  They 
discuss and debate different points of view, and then come to a consensus or a majority vote.  
Once decisions are made, all trustees support the decision of the board.   

Make Being a Trustee a Priority 

It is the responsibility of a trustee to study board and college materials to understand issues 
and topics relevant to work of the college as well as to participate in conferences and 
workshops.  As a leader of the college, trustees also attend community and college events and 
meet with local, state and national leaders on behalf of the college.  Being a trustee is a 

commitment of time and energy – a significant gift of service to one’s community. 

Understand their College and Role 

Understanding the college culture and values requires learning about the college’s history, 
offerings, goals, accomplishments and the challenges confronting the institution.  Being 
knowledgeable about education involves understanding the policy implications of a wide 
variety of issues.  Both novice and experienced trustees benefit from understanding the 
essential characteristics of effective governance and staying abreast of contemporary state and 
national issues confronting higher education. 

Know the Community and Represent Its Interests 

Trustees are active in their community and well-versed in community needs and interests.  
They understand their responsibility to represent the many perspectives in their communities.  
Trustees continuously link relevant community happenings to the college. 

Are Visionary and Thoughtful 

Effective trustees look to the future of the college.  They ask who the student of the future will 
and should be and how today’s decisions will affect tomorrow’s students.  They explore what 
they want their communities to look like down the road. They encourage the board to support 
innovation and risk-taking by the college leadership and staff. 

Support the Mission 
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Trustees believe in and support the mission of their community colleges.  They understand the 
unique role their colleges play.  They support their institutions by focusing on results and 
student learning.  Trustees also show their support by attending college events and 
commending college achievements.  They are advocates of the college.  They support 
fundraising efforts and contribute to the foundation to the best of their ability. 

Use Influence Effectively 

Trustees seek to serve on the board because they want to make a difference.  They want to 
influence what happens at the college for the benefit of the community.  Since trustees have no 
individual authority to make things happen, they learn to depend on personal influence and 
persuasion to gain support for what they want.  Successful trustees find appropriate ways to 
share ideas and affect board decisions. 

Act with Integrity and Respect 

Self-discipline is inherent in being a good trustee.  Trustees should resist reacting quickly to 
situations and proposals, and instead take the time to work as a team to assess the 
ramifications of decision and determine the most appropriate course of action.  As individuals, 
trustees help their boards be effective by reminding themselves and others of their ethical 
responsibilities to the board and district. 

Avoid Conflicts of Interest 

Effective trustees are scrupulous about avoiding even the appearance that conflicts of interest 
exist.  They know that even the appearance of acting to benefit themselves or those who are 
close to them will harm their credibility and trustworthiness, which in turns harm the college. 
 
 
Trusteeship in Community Colleges: A Guide for Effective Governance 
By Cindra J. Smith 

Published by Association of Community College Trustees, 2000 
To order copies contact ACCT at 202.775.4667 or www.acct.org 
 

  

http://www.acct.org/
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Roles and Responsibilities: Guiding Principles 

Integrity: Trustees must act in a manner that reflects well on the institution.  They have an 
ethical responsibility to the college to be self-disciplined. 
Confidentiality: A primary responsibility of board members is to protect the institution.  This 
responsibility entails proper handling of privileged information and adequate discretion in all 
matters. 
Accountability: It is the responsibility of trustees to ensure that the institution meets standards 
and provides quality educational programs and services to students and act in the best interest 
of the institution. 
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Policy to Administration: Policy, Standard and Guideline 

Board Policy: a formally approved statement or plan that supports the Board’s beliefs, goals, 
and objectives or complies with the law or standards of practice.  Good policy focuses on the 
means, rather than the desired end results.   
Standard: inform the development of policy by creating a general framework for action. 
Guideline: context-dependent recommendations that enable institutions to meet policy 
objectives. 

What? 
 
 
 

 

 

Why & How? 

 

 

 

 

Why & How? 
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Example Policy Template  

Below is a framework for the formation of policy.   
 
Overview 

– Why implement this policy? 
– What conflict or problem does the policy intend to resolve? 
– What is the role of the institution and board members in the development and 

implementation of this policy? 
– What are the responsibilities of the institution and board members in the 

development and implementation of this policy? 
– Does this policy keep with common practice? 

Scope 
– To whom does the policy apply directly? 
– How will the policy affect individuals and/or groups at the institution and on the 

board? 
Policy Statements 

– Will this policy meet necessary standards? 
– What are the responsibilities that each involved party must meet for compliance? 

Enforcement 
– Are the institution and board following the guidelines set forth by the policies? 
– What can be done to ensure compliance? 
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CAMPUS SAFETY AND EMERGENCY MANAGEMENT 

Adapted from U.S. Department of Education (2010), “Action Guide for Emergency Management 
at Institutions of Higher Education.” Washington, DC. Office of Safe and Drug Free Schools 
In response to “recent violent crimes, natural disasters, and other emergencies and crises,” the 
U.S. Department of Education released a document that provides guidance for institutions 
committed to examining their own emergency preparedness and conducting reviews of their 
“policies, procedures, and systems related to campus safety and security.” 
The document highlights nine key principles and four phases in emergency management.  
Based upon these principles and phases, the guide is useful on several levels. It may be used: 

 As a starting point in researching the topic of emergency management for those 

needing an overview of the subject; 

 As a resource for an initiative to develop and implement an emergency management 

plan at a higher education institution; or 

 As a reference and resource for colleges and universities looking to evaluate their 

emergency management programs to identify potential areas needing enhancement. 

(Action Guide, 2010)  

Nine Key Principles 

The nine key principles of emergency management as presented through this guide are: 
1. Effective emergency management begins with senior leadership on campus. 

2. An Institution of Higher Education (IHE) emergency management initiative requires 

partnerships and collaboration. 

3. An IHE emergency management plan must adopt an “all-hazards” approach to account 

for the full range of hazards that threaten or many threaten the campus. 

4. An IHE emergency management plan should use the four phases of emergency 

management to effectively prepare and respond to emergencies. 

5. The IHE emergency management plan must be based on a comprehensive design, while 

also providing for staff, students, faculty, and visitors with special needs. 

6. Campuses should engage in a comprehensive planning process that addresses the 

particular circumstances and environment of their institution. 

7. An IHE should conduct trainings based on the institution’s prevention and preparedness 

efforts, prioritized threats, and issues highlighted from assessments. 

8. Higher education institutions should conduct tabletop exercises prior to fully adopting 

and implementing the emergency management plan. 

9. After adoption, disseminate information about the plan to students, staff, faculty, 

community partners, and families. 
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Four Phases 

These principles set the foundation for the guide and provide a thread for the four phases of 
emergency management. The four phases set forth by the guide are as follows: 

1. Prevention-Mitigation: In this phase, the institution is taking steps to decrease the 

likelihood that an emergency or crisis will arise and to minimize the damage and loss 

associated with those events that may be unpreventable.  

2. Preparedness: This is the phase during which institutions “design strategies, processes, 

and protocols” that enable them to prepare for a range of potential crises or 

emergencies. 

3. Response: In the case of an emergency, institutions take action to contain ensuing 

events. Actions taken during this phase are intimately connected to the institutions 

thoroughness in previous phases (Prevention-Mitigation and Preparedness). 

4. Recovery: Here institutions establish “procedures, resources, and policies to assist . . . 

[a] return to functioning after an emergency.” This phase is ongoing and the activities 

associated with it are particular to the crisis the institution has faced. 
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CAMPUS CYBER-SECURITY 

Adapted from Guel, M.D. (2007). “A Short Primer for Developing Security Policies.” SANS 
Information Security and Research, The SANS Policy Primer. 
 
Cyber-security has increasingly become of concern to institutions.  In order to safeguard the 
information that colleges have stored on their computers and especially on the internet, it is 
important for colleges to consider principles and policies pertaining to cyber-security. 
 

Sample Cyber-Security Guiding Principles 

• Security is everyone’s responsibility. 
• All users and entities must be authenticated. 
• There is a balance between exposure to risk and the cost of mitigation 
• Security measures are implemented proactively. 
• We will invest in information security at or above institutional benchmarks. 
 

Benefits of Cyber-Security Policies 

• They demonstrate an organization's commitment to security. 
• They provide a paper trail in cases of due diligence. 
• They form a benchmark against which progress can be measured. 
• They ensure consistency. 
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THE BOARD OF TRUSTEES AS AN ASSET FOR THE COLLEGE 

Adapted from Smith, C. J. (2000).  Trusteeship in Community Colleges: A Guide for Effective 
Governance.   Washington, DC.  Association of Community College Trustees. 
 
Trustees are most effective when they focus on their relationship with their communities, their 
policy-making role, and their responsibility to monitor institutional performance.   
 
Community college boards of trustees are responsible for ensuring that their colleges are 
integral parts of their communities and serve their ever-changing needs. Boards are 
accountable to the community for the performance and welfare of the institutions they govern. 
 
Effective boards consist of individuals who come together to form a cohesive group with the 
commitment to represent the public interest, support teaching and learning, and monitor the 
effectiveness of the institution. Boards of trustees do not do the work of their institutions; they 
establish standards for the work through the policies they set. Their specific responsibilities are 
to: 

Act as a Unit 

The board is a corporate body. It governs as a unit, with one voice. This principle means that 
individual trustees have authority only when they are acting as a board. They have no power to 
act on their own or to direct college employees or operations. 
 
In order for boards to be cohesive and well-functioning units, trustees must work together as a 
team toward common goals. Boards should have structures and rules for operating that ensure 
they conduct their business effectively and efficiently, board agendas are clear and informative, 
and board meetings are run in an appropriate manner. 
 
The power of governance is expressed through one voice. As individuals, trustees make no 
commitments on behalf of the board to constituents, nor do they criticize or work against 
board decisions. 
 
To be effective boards must: 
 

 Integrate multiple perspectives into board decision-making 

 Establish and abide by rules for conducting board business 

 Speak with one voice, and support the decision of the board once it is made 

 Recognize that power rests with the board, not individual trustees 
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Represent the Common Good 

Boards of trustees exist to represent the general public. They are responsible for balancing and 
integrating the wide variety of interests and needs into policies that benefit the common good 
and the future of their region. 
 
Therefore, board members learn as much as they can about the communities they serve. They 
gain this knowledge by studying demographic, economic and social trends, by being aware of 
issues facing the community and by talking with other community leaders and members of 
other boards. They use what they learn to make decisions that respond to community interests, 
needs and values. 
 
Boards discuss multiple viewpoints and issues in public, and have strategies to include the 
public in the policy-making process. Effective trustees and boards: 
 

 Know community needs and trends 

 Link with the community 

 Seek out and consider multiple perspectives when making policy decisions 

 Debate and discuss issues in public 

 Serve the public good 

Set the Policy Direction 

Governing boards establish policies that provide direction and guidance to the president and 
staff of the College. A major board responsibility is to define and uphold a vision and mission 
that clearly reflect student and community expectations. This responsibility challenges boards 
to think strategically, concentrate on the "big picture" and focus on the future learning needs of 
their communities. It requires that boards consult widely with community groups as well as the 
administration, faculty, staff and students of the college. Trustees engage in exciting, creative, 
thoughtful discussions as they explore the future and envision what they want their 
communities to be. They: 
 

 Are proactive, visionary and future-oriented 

 Learn about and communicate with many different groups 

 Focus on community needs and trends 

 Establish the vision, mission and broad institutional goals as policy 

Employ, Evaluate and Support the Chief Executive Officer 

Successful governance depends on a good relationship between the board and the chief 
executive officer (CEO). The chancellor or president is the single most influential person in 
creating an outstanding institution. Therefore selecting, evaluating and supporting the CEO are 
among the board's most important responsibilities. 
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The CEO and board function best as a partnership. The CEO implements board policies, while 
the board depends on the CEO for guidance and educational leadership. This occasionally 
paradoxical relationship works best when there are clear, mutually agreed-on expectations and 
role descriptions. The partnership thrives on open communication, confidence, trust, and 
support. To be effective, trustees and boards must: 
 

 Select and retain the best CEO possible 

 Define clear parameters and expectations for performance 

 Conduct periodic evaluations; provide honest and constructive feedback 

 Act ethically in the relationship with the CEO 

 Support the CEO; create an environment for success 

Define Policy Standards for College Operations 

Successful boards of trustees adopt policies that set standards for quality, ethics and prudence 
in college operations. Once policy standards are established, boards delegate significant 
authority to the CEO, allowing the CEO and staff the flexibility they need to exercise 
professional judgment. The policies: 
 

 Define expectations for high quality educational programs 

 Define expectations for student achievement and fair treatment of students 

 Require wise and prudent use of funds and management of assets 

 Set parameters to attract and retain high quality personnel and ensure fair treatment of 
employees 

Create a Positive Climate 

Boards set the tone for the entire system or institution. Through their behavior and policies, 
successful boards establish a climate in which learning is valued, professional growth is 
enhanced, and the most important goals are student success and adding value to the 
community. Alternatively, boards fail their institutions when they act in such a way that they 
create a stifling, negative, or dysfunctional atmosphere. 
 
Boards of trustees create a positive climate when they look to the future, act with integrity, 
support risk-taking, and challenge the CEO and college staff to strive for excellence. Effective 
boards and trustees: 
 

 Model a commitment to learning for students 

 Focus on outcomes 

 Support professional growth 

 Seek consultation in developing policy 

 Are ethical and act with integrity 
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Monitor Performance 

Boards are responsible for holding colleges accountable for serving current and future 
community learning needs. The board adopts the college direction and broad goals as policy, 
and then monitors the progress made toward those goals. For instance if a board adopts a 
policy goal that the college programs will results in skilled employees for area business, then 
the board should ask for periodic reports on how that goal is being met. 
 
Boards also monitor adherence to their policies for programs, personnel and fiscal and asset 
management. They receive periodic reports from staff and review reports by and for external 
agencies, such as accreditation, audit, and state and federal accountability reports. All 
monitoring processes culminate in the evaluation of the CEO as the institutional leader. 
 
A board’s ability to monitor its institution is enhanced when it defines the criteria and standards 
to be used well in advance of when reports are required, so that the CEO and staff are clear 
about what is expected. Effective boards and trustees: 
 

 Monitor progress toward goals 

 Monitor adherence to operational policies 

 Use pre-established criteria for monitoring 

 Focus on student success, completion, and ensuring access and inclusion 

 Schedule a timetable for reports 

Support and Be Advocates for the College 

Trustees are essential links with their communities. They govern on behalf of the public and 
ensure that the College meets the needs of external constituents. They are also advocates and 
protectors of the College. They promote the College in the community, and seek support for the 
college from local, state, and national policymakers. They support the college foundation in 
seeking community contributions. 
Competent boards protect the College from undue pressure on the institution from political 
and special interests. They support the professional freedom of administrators and faculty to 
create quality learning environments that incorporate many different perspectives. They 
protect the ability of the College to fulfill its mission and promise to their communities. 
Effective trustees and boards: 
 

 Promote the College in the community 

 Foster partnerships with other entities in the community 

 Advocate the needs of the College with government officials 

 Support the foundation and fundraising efforts 

 Protect the College from inappropriate influence 
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Lead as a Thoughtful, Educated Team 

Good trusteeship requires the ability to function as part of a team, and a team functions best 
when all members are encouraged to contribute their unique strengths and are committed to 
working together. 
 
Effective boards are thoughtful and educated. Trustees on those boards listen well, ask good 
questions, analyze options, think critically and clarify their most important values and priorities. 
They explore issues thoroughly and make policy decisions based on thorough deliberation and 
comprehensive understanding. 
 
The best boards are future-oriented. They recognize that today’s world requires flexible 
institutions and personnel who are willing to adapt and grow in response to the changing needs 
of society. Trustees who act with vision, with intelligence, with curiosity and with enthusiasm 
create a board that is an agent for positive change. Effective boards and trustees: 
 

 Engage in ongoing learning about board roles and responsibilities 

 Are curious and inclusive 

 Are positive and optimistic 

 Support and respect each other 

 Challenge the institution 
 
 
Trusteeship in Community Colleges: A Guide for Effective Governance 

By Cindra J. Smith 
Published by Association of Community College Trustees, 2000 
To order copies contact ACCT at 202.775.4667 or www.acct.org 
 
 
 
 
 

 

“Board is a living organism that continues to function as long as the institution 
exists. What was decided in the past is the foundation you have to follow. “ 
Narcisa Polonio 

  

http://www.acct.org/
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Key Indicators of an Effective Board  

 
Common Traits and Actions of Effective Boards include: 
 

 Commitment—Devote significant time and attention. 

 Leadership—Effectively participate in shaping and making policy decisions. 

 Partnership—Work closely with and support the president and senior management. 

 Understand legal responsibility—Know the essential information that board members 
need to know to protect the College and themselves from such a personal liability. 

 Understand oversight responsibility—Hold the College accountable. 

 Support strategic planning—Encourage planning and involvement by all key 
constituencies. 

 Board development—Aggressively pursue improvement and training 

 Student Success—Promote a culture of evidence and review data on student retention 
and completion. 

 

 ”Governance doesn’t come naturally. It is unique and has to be 
studied.” Narcisa Polonio 
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Essential Characteristics of an Effective Board 

 Communication – Board                     Trustee to Trustee                    President 
o Sharing information with all trustees 
o No surprise rule 

 

 Role and responsibility 
o Fiduciary 
o Governance 
o Coordination 

 

 Accountability and self-examination 
o Procedures in place for evaluation 

a) Board Self-Assessment 
b) Presidential Evaluation 

 

 Professional development 
o Encourage participation in training 
o National 
o State 

 

 Policies on conduct 
o Guidelines in place to set limits and expectations 

a) Code of Ethics 
b) Code of Commitment 
c) Code of Conduct 

 Process 
o Bylaws and procedures manual 
o Periodic Review 

 
 
  



 
 
 

27 
 

THE GOVERNANCE TOOL KIT 

 
 

What you need in your Governance Tool Kit! 

 
1. Common purpose, respect, cooperation and trust 
2. Good Board Partnership-CEO relationship 
3. Formal documents – bylaws, board policy manual, annual calendar, code of ethics, and 

job description for officers and trustees, meeting procedures and parliamentary 
4. Yearly presidential evaluation and board self-assessment 
5. Consistent Board procedures 
6. Attendance and preparation by the chair and all trustees 
7. Professional development for the chair and all trustees 
8. New trustee orientation 
9. Acknowledging contribution of all trustees 
10. Rotating of the Board for selection of officers 

 

What works! 

1. Create a positive and respectful  participatory climate 
2. Build rapport 
3. Facilitate 
4. Explain the process 
5. Establish ground rules 
6. Clarify the goals and objectives 
7. Manage group dynamics 
8. Provide feedback 
9. Celebrate progress 
10. Debrief 
11. Study complex issues 
12. Understand organizational culture 

 
Adapted from the IAF Handbook of Group Facilitation, edited by Sandy Schuman 
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What does not work! 

1. Saying nothing when intervention is needed 
2. Saying the wrong thing at the wrong time 
3. Saying the same thing repeatedly 
4. Saying things that favor one subgroup or coalition 
5. Saying things that are confusing or contradictory 
6. Saying too much 
7. Saying too little 

 

Danger signs! 

1. Misunderstanding each other’s beliefs and values 
2. Misconstruing each other’s statements and positions 
3. Mistrusting each other’s motives and intentions 
4. Misreading each other’s emotions 
5. Misguided ambitions 
6. Misplaced priorities 
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Attributes and Attitudes! 

 

 
 
Adapted from the IAF Handbook of Group Facilitation, edited by Sandy Schuman 

Conditions for Success 

 Ability to resolve conflict 

 Cooperation 

 Trust 

 Focus 

 Planning 

 Vision 

 Bridge building and peacemaking 

 Training 

 Education 

 
Map – Understanding and respecting differences 

Bridge – Communicate and take differences into account 
Integrate – Bring together and level the differences 

Create – Develop new ideas and ways of doing things 
 
From Graphic Facilitation, The Art of Drawing Out the Best of People by David Sibbet 

 

Actor 

Counselor 

Mentor 

Model 

Teacher 

Consultant 

Referee 

Neutral 

Interested 

Professional 

Generous 

Honest broker 

Understanding 

Trust 

Optimistic 

Supportive 
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Governing Board Life Cycle 

 

 “One new trustee can constitute a new Board.”  
 

“A new President can change the College and the Board.” 
 
Narcisa Polonio 
 
 

A B 

Harmony 
politeness, respect and emotional restraint 

Relationship  
Hierarchy  
Shame 
Time is regarded as non-sequential 
Collectivism 
Spiritual/religious 

Control 
how initiative, control nature 

 
Task 
Equality  
Guilt 
Time is linear 
Individualism 
Secular 

 
Adapted from the IAF Handbook of Group Facilitation, edited by Sandy Schuman 
 

 “At the end of the day it is about power and relationships and about 
building trust and community.” Narcisa Polonio 

 
  



 
 
 

31 
 

 

31 



 
 
 

32 
 

 

 32
[T



 
 
 

33 
 

ASSESSING YOUR BOARDS HEALTH 

Board self-assessments are design to help boards of trustees self-evaluate the performance of 
the board as a whole.  Board self-assessments can be formal or informal.  The most important 
result of a board self-assessment is that it provides useful information for the board of trustees. 
As a tool, it reflects how boards of trustees perceive they are performing and identify strengths 
of the board and areas for improvement.  

Engaging in board self-assessments can strengthen communication and understanding among 
trustees as well as lead to a stronger, more cohesive board. Well-conducted board self-
assessments congratulate boards of trustees on their strengths and help identify areas of 
improvement including the dynamics that contribute to weaknesses.  Successful board self-
evaluation results include:  

 A summary of board accomplishments  
 A better understanding of what it means to be an effective board  
 Clarification of what trustees expect from each other and themselves  
 Improved communications among trustees and between the board and President  
 Identification of problems, potential issues, and areas to improve  
 Opportunity to discuss and solve problems that may hurt board performance.  
 Identification of strategies to enhance board performance  
 Renewed dedication to the board  
 Agreement on board roles and trustee responsibilities  
 Board goals and objectives for the coming year  

Board of trustee self-assessments and/or a special session to discuss board performance should 
occur annually. Getting into the habit of regular evaluations makes the process part of the 
board and college culture, and lessens resistance to self-assessment.  

 

”It is not the president’s job to fix the board. It is the Board’s job to monitor each 
other, discipline each other, talk to each other and fix any problems the Board is 
having. “ Narcisa Polonio 
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Board Self-Assessment 

 

 Step 1:   Please rate your Board’s performance using the following scale: 
 
5 – Outstanding/Excellence 
4 – Good 
3 – Adequate 

2 – Marginal 
1 – Poor 
0 – Don’t Know 

 
1. We communicate well and make it a practice to share information with all trustees.   
2. We practice the “no surprise” rule with our president. 
3. We have clear guidelines on the use of e-mail to communicate between meetings. 
4. We are all knowledgeable about our roles and responsibilities and are not a “rubber 

stamp” board. 
5. We avoid having trustees involved in the management of the college and going around 

the administration to obtain information directly from faculty or administrators. 
6. My Board has developed with the president accountability measures and benchmarks 

for quality improvement. 
7. We focus attention on recruitment, retention, and quality of programs and service. 
8. The Board is actively informed and involved in accreditation.   
9. We evaluate the president every year. 
10. The role of the chair is clear. 
11. We respect and support our chair.   
12. The chair manages the board meetings by keeping us on schedule and facilitating 

effective meetings. 
13. We ask the right questions. 
14. We participate in a Board self-assessment process every year. 
15. We take the time to discuss our strengths and weaknesses and put procedures in place 

to address our needs. 
16. My Board has well defined policies on conduct and always avoids counterproductive 

behavior by individual trustees. 
17. We trust and respect each other. 
18. My Board participates in professional development activities as a group. 
19. We learn from each other and encourage each other to obtain training and stay up-to-

date on important issues. 
20. We are all actively involved in supporting the foundation and fundraising for the college. 
21. We are all actively involved in advocating for the college at the local and state level.   
22. We all set our own political and other agendas aside to effectively promote the college. 
23. We are all actively involved in the college and community and attend college events on 

a regular basis. 
24. We have up-to-date bylaws and a fair process for selecting officers. 
25. We have effective communication with our president. 
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26. We can ask questions without having our administration feeling threatened or believing 
we are trying to trick them. 

27. We have “our house in order.” 
28. We have protocols in place for handling the media and keeping the college informed. 
29. We are knowledgeable and comfortable regarding all aspects of the college. 

 
 

 Step 2:   Add all scores and place final score in the star below. 
 

Board’s Health Rating 
 
 
 
 
 
 
 
 
Scores 
130-145 = Excellent 
110-129 = Good 
97-119 = OK 
Below 97 = Trouble 
 
The instrument is not scientific, but gives you an idea about where you are as a Board. It should 
be treated like a medical exam answering “How am I doing?” and “Is there anything unusual 
happening?” 
 

 Key Points to Consider 

 Points of Consensus 

 Points of Divergence 

 Areas that may require further discussion 

 Areas that require attention by the full board 

 Red flags 
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 Results of Group Discussion and Analysis 

Effective Leadership: The Roles and Responsibilities of the Board 
 
 
 
The Right Chemistry: Board/Trustee/Chair/President/Chancellor Relationship 
 
 
 
Leading by Example: Being Productive and Consistent 
 
 
 
Big Picture Focus: Institutional Climate 
 
 
 
Student Success Indicators of Institutional Effectiveness 
 
 
 
Practices Indicating Institutional Readiness for Student Success 
 
 
 
Board Preparation of Trustees 
 
 
 
Trustee Satisfaction 
 
 
 
 

It might be a good idea to take this back to your college and have the Board complete 
the assessment and then discuss the results.  
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What is Policy Governance? 

38 
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TAB 2:  UNDERSTANDING LEADERSHIP, GROUP DYNAMICS AND 
TEAM BUILDING 

This section focus on helping the board of trustees work as a team.  What are the stages of 
group development?  Why is it important to dedicate time to understanding group dynamics 
and building a cohesive board of trustees?  How can a board of trustees cultivate talent to 
enhance institutional governance?   
 

DEFINING CULTURE 

The essentials of a culture build on trust. 

TEAM BUILDING 

What a Team Is 

A group of individuals with diverse skills and roles who align their energy and efforts to achieve 
a common purpose 
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What a Team Is Not 

 Squelcher of individual ideas; avoiders of inquiry 

 “On board” or overboard 

 Turf-oriented finger pointers 

 “My way or the highway” 

 At cross purposes 

 

 ”There is no minority voice and no minority report on a board decision.” 
Narcisa Polonio 

 

Effective Teams 

Adapted from Cindra Smith’s Team Building PowerPoint Presentation 

 
 Have clear purpose and goals 

The group knows what it is for 
 

 Purpose and goals are shared by all 
Committed to the purpose 

 

 Make progress toward goals 
Keep moving 

 

 Capitalize on diverse skills and knowledge of members 
 Business people, educators, community leaders,  

former students 
 

 Have open communications 
Don’t hold back, but are respectful 

CLARITY 
PURPOSE 
PROGRESS 
SKILLS 
COMMUNICATION 
NORMS 
LIMITS 



 
 
 

41 
 

 

 Have positive team norms 
Accept ground rules 
Code of conduct/ethics 
Support board decisions 

 

 Clear powers and limits 
Willing to exercise powers responsibly 
Willing to adhere to limits 

 

Learning Together as a Team 

 Search for alignment (not necessarily agreement) 

 Respect different perspectives and individuality 

 Engage in inquiry, learning, and dialogue 

 Commit to truth 

Leadership Matters 

 Chair as a Team Leader 

 Chair is responsible for the process 
o Clear mission and goals 
o Progress toward goals 

Open communication 

 Positive norms – cooperation and mutual support 
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FIVE STAGES OF GROUP DEVELOPMENT 

 
      
 

 

 

Stage 1: Learning 

In the Learning stage, Board members are engaged in the process of gaining knowledge about 
the institution, their role and their limitations. They develop an appreciation for governance 
issues and the issues facing the college. During this learning stage, Board members learn to deal 
with the prestige that comes with Board membership and to understand how the Board 
functions. They gather impressions about the Board and data about the institution. Typically, 
they desire to keep things simple, avoid controversy and take their lead from the Chair.  
 

 When a trustee first joins the Board, this is the best time to 
invest in an orientation. The investment in welcoming, preparing, and 
involving the trustee helps with the growth and cohesiveness of the group. 

 

 

LEARNING 

EXPLORING 

COMPROMISING 

ACTING 

EVOLVING 

ORIENTATION 

CONCENSUS 
PRIORITIES 
DEMANDS 

BYLAWS 
PROCEDURES 

ACCOMPLISHMENTS 
LEGACY 
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Stage 2: Exploring 

During the Exploring stage, the Board members identify differences between their positions 
and those of other members and critically explore decisions made by the Board. The Board 
member in the Exploring stage looks at the rules and norms for group interaction and there 
may be struggles over structure, power and authority. There may be a variety of behaviors 
exhibited during this stage.  As issues, hostilities and competition arises, some Board members 
may withdraw and become silent while others may try to gain control and influence over the 
Board.  As the Board develops group organizational norms, the individuals have to begin to 
explore how their feelings, behaviors, attitudes and actions fit into the functioning of the group.   
 

 The bylaws and Board procedures help define how the Board 
will conduct its work. The Board can get stuck in a “testing and proving” and 
they need to be ready for problem-solving. The most important trait for the 
Board is to move on to the next stage and have the ability to listen. It also 
represents rituals and procedures that should be respected. 

 

Stage 3: Compromising 

It is in this stage that the Board develops a common language and learns to compromise for the 
good of the students and the institution. Members are willing to look openly at issues, examine 
the data and change their previously held opinions if the facts and arguments warrant a 
change. Interpersonal conflicts are resolved during this stage as are group issues. The result of 
this compromising stage is that the members are engaged, know each other, develop trust 
among them and feel a sense of cohesion as a Board.  
 

 The Board needs to have data flow between members, feelings 
and ideas, solicit and give feedback to one another and explore actions 
related to their work. The group’s interactions are characterized by openness 
and sharing of information on both a personal and task level. The goal is for 
trustees to feel that they are part of an effective group. 
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DANGER SIGN 
If the Board becomes too comfortable they may resist 

change of any sort. 
 

Stage 4: Acting 

When Boards reach this stage, they are able to make decisions, provide clear direction to the 
President, vote and work in sub-committees as well as a committee of the whole. The Board is 
able to adjust to the changing environment and needs of the institution and solve problems. At 
this stage, the Board is at its most productive point. Members have both a task and a people 
orientation and are able to express themselves. In this stage, tasks are undertaken in a truly 
“problem-solving manner. Boards that make it to this stage support experimentation and place 
their emphasis on achievement. Their overall goal is on student and institutional success 
without concern over group approval. Morale is high in Boards functioning at this level.  
 

 A Board that has reached this stage demonstrates commitment, 
leadership, partnership, understand legal and oversight responsibility, 
support strategic planning, student success and board development. It is 
sophisticated, well informed and sets examples for colleges. 

 

Stage 5: Evolving 

The evolving stage is one in which Boards are willing to take courageous action to move the 
institution forward. They engage in long term and strategic planning and their actions are 
viewed by all constituencies as being consistent with a shared vision for the college. It is in this 
stage that the Board has the opportunity to move from being recognized as good Board to 
being seen as a great Board. Because of the nature of trusteeship, a challenge during the 
evolving stage is to transition new members into the board. This typically occurs by experienced 
members mentoring the new member. Without proper orientation, the addition of a new 
member can set the board back to any of the prior stages. Therefore, great care and attention 
should be placed on the transition that occurs when new members join the board. 
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CHARACTERISTICS OF THE MATURE GROUP 

 Involvement:  Members fell a sense of ownership 
 

 Responsibility:  Members assume responsibility for their own behavior 
 

 Trust and Caring:  Open expression is based on trust and care for one another. 
 

 Use of Resources:  Diversity of viewpoints is expected and encouraged. 
 

 Listening:  Members actively listen to one another. 
 

 Self-Examination:  The group examines its own process. 
 

 “As a result of the staggering of terms of service, the Board is constantly 
evolving as a group.”  Narcisa Polonio 

 

CHANGE MANAGEMENT 

 

 “Change is inevitable and trust me it will happen” Narcisa Polonio 
 
Two case studies follow for your board to discuss and use as planning tools. 
 
 



 
 
 

 
Association of Community College Trustees 

Governance Leadership Institute 
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CASE STUDY: CHANGE IN BOARD COMPOSITION 

50 
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NEW TRUSTEE ORIENTATION GUIDE 

 
Becoming a member of a governing board for one of the nation's community college districts is 
an important and challenging responsibility. Thorough and ongoing orientation and education 
about trustee and board roles is essential to success. New trustees, presidents, board chairs 
and other trustees play important roles in this orientation process.  

New Trustee Learning Guide 

The New Trustee Learning Guide is a comprehensive list of resources and activities to help new 
trustees learn about their responsibilities and the colleges they govern. The Checklist for 
presidents and Board Chairs includes ideas for local orientation processes.  

Learn About Trustee Roles and Responsibilities 

 Attend trustee orientation workshops sponsored by state associations and ACCT.  
 Peruse trusteeship materials; including those published by state associations, ACCT's 

Trusteeship in Community Colleges: A Guide to Effective Governance, and the ACCT 
website.  

 Read the college’s trustee handbook, if there is one.  
 Study the board's policies on the governing board, particularly the code of ethics or 

standards of practice for the board.  
 Meet with the chief executive officer, board chair and other members of the board to 

discuss trustee roles and responsibilities.  
 Seek out someone from the board to use as a resource or mentor.  
 Discuss with the president and other trustees the difference between policy making and 

administration.  
 Be aware of the legal and ethical constraints on trustees, including open meeting 

provisions, confidentiality, conflicts of interest and role in collective bargaining or 
setting staff salaries.  

 Arrange your schedule to be able to attend state and national conferences for trustees.  

Learn About the College's Programs, History and Culture  

 Work through the president to arrange to talk with key people about major programs 
and accomplishments of the district.  

 Arrange to tour the College(s).  
 Peruse the college catalog, accreditation self-study and team report, key planning 

documents and annual report.  
 Know the district and College mission, vision, and policy goal statements and the board's 

policies related to educational programs and services.  
 Read about the history of the College. Plan to attend major district events, such as 

convocations, opening days and graduations.  

http://www.acct.org/resources/newtrustees/checklist.php
http://www.acct.org/resources/newtrustees/checklist.php
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 Read about the community colleges in general, including Chapter 1 in Trusteeship in 
Community Colleges.  

Learn About External Trends and Issues 

 Read local newspapers and listen to the news for trends that might affect the College.  
 Strengthen links with key people and groups in the communities served by the College. 

Attend community events. Listen for issues that are pertinent to the College.  
 Read about local demographic and economic trends that affect the College.  
 Read about state legislative, fiscal, and other policy issues that affect the colleges.  

Learn About College Planning Processes and Budgets 

 Working through the president, meet with appropriate senior staff to explore the policy 
goals in the strategic and master plans.  

 Meet with the appropriate personnel to review the policy aspects of the budget, its 
parameters and restrictions, the process for developing the budget, its relationship to 
strategic and master plans and how the board monitors the fiscal health of the district.  

Learn About Board Meetings and Board Operations 

 Review past agendas and minutes.  
 Thoroughly read the agenda for each meeting.  
 During the first few months, don't hesitate to call or meet with the president, mentors 

or other trustees, and/or the board chair before each meeting to seek clarification on 
agenda items.  

 Become knowledgeable about basic parliamentary procedures and other practices 
related to participating in effective meetings.  

 Be willing to observe and learn for the first few months to understand how things have 
been operating. Call the board chair or president when there are questions.  

 Understand the key conditions of open meeting laws and laws and regulations related 
to conflicts of interest.  

Practice Good Human Relations Skills 

 Get to know other members of the board as individuals.  
 Learn and respect communication protocols with other trustees, the president and staff 

members.  
 Work to be a member of the board team. Wisely contribute ideas and opinions.  

Rely on the Following Resources 

 The Chief Executive Officer.  
 The Board Chair and other experienced trustees.  
 Your state trustee association  
 Association of Community College Trustees 
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Checklist for Presidents and Board Chairs 

Chancellors, presidents and governing board chairs play very important roles 
in orienting new trustees to their roles and responsibilities as board members. The following 
checklist is designed to help develop an effective local trustee orientation program.  

Step 1: Contact and Orient Candidates  

As soon as the president knows who has filed for election or is seeking appointment, he or she: 

Sends an information packet to all candidates, including: 

 Information about the roles and responsibilities of governing boards and trustees (check 
with ACCT and state associations for resources)  

 General information about the college  
 Board policy statements about board operations (code of conduct, meetings, 

responsibilities, privileges, and benefits) 

Invite all candidates to one or more of the following: 

 A candidate information forum about the college and the board's role and 
responsibilities  

 Individual or group meetings with the president  
 Tours of the college(s)  
 A group meeting with the current board chair and/or other trustees  
 Board meetings held prior to the election to observe and be introduced. 

Treat all candidates the same, including incumbents. 

Step 2:  After the Election or Appointment 

Arrange for new trustees to attend state association and/or ACCT orientations and workshops 
on trusteeship. 

Design a series of orientation sessions for the new trustee(s). 

 Schedule information and discussion sessions with or introductions to: 
o The board chair 
o Experienced board members 
o The president (all presidents in multi-college districts) 
o Vice presidents or vice chancellors to review their areas 
o Faculty, staff and student leaders 
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 Discuss protocols and guidelines for communicating with staff. 
 Encourage new trustees to read and discuss the League's Trustee Handbook and board 

policies and practices  
 Schedule campus tours and visits to major programs 
 Respect and honor individual differences of opinion, learning styles and backgrounds 

Provide reading materials about the board and district. Identify the documents that are high 
priorities. Help new trustees set up an information filing system. Common materials are: 

 Board policy manual  
 Board ethics, procedures, and responsibilities (if not part of the policy manual)  
 Local board handbook (if any)  
 Strategic and master plans  
 Accreditation reports  
 Annual reports  
 Institutional effectiveness summaries  
 College catalog  
 Organizational charts and lists of key personnel  

Assign or offer a "mentor" from the board. 

 Use experienced trustees who will be able to gain the confidence of the new trustee.  
 Mentors provide information on board culture and boardsmanship - not opinions on 

how to vote.  

Help new trustees strengthen their links to the external community and publics. 

 Arrange for invitations to new trustees to community events or meetings with key 
community people. Be sure they are introduced as new trustees.  

 Invite them to attend a Foundation board meeting  
 Provide information about trends and educational needs in the community  
 Provide information about the college to help new trustees be knowledgeable 

representatives.  

Maintain ongoing communication links. 

 Board chairs and "mentors" initiate contact.  
 Encourage new trustees to ask questions and seek information prior to board meetings. 

Offer to meet with them prior to board meetings for the first few months.  
 Discuss lines of communication and who to ask for what information.  
 Ask new trustees what their preferred mode of communication is. Use that style to the 

extent practical.  
 Set up an e-mail address and include them in routine communication.  
 Call new trustees before board meetings to see if they have any questions.  
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Encourage new trustees to seek educational opportunities. 

 Notify them of all upcoming state and national conferences  
 Establish an expectation for new trustees to attend conferences; explain how to obtain 

travel support 
 Strengthen partnerships and teamwork by arranging for the president and/or other 

board members to accompany new trustees to conferences and introduce them to 
others 

Step 3: Be Flexible  

New trustees have varied learning needs and styles, backgrounds, motivations for being on the 
board, schedules, and desires for learning opportunities. Therefore local orientation to the 
trustee position will be different for each new trustee. However the time and effort involved in 
providing a substantive overview and discussion of the districts, as well as trustee roles, will 
reap future benefits. The time and effort will help new board members be well informed and 
participate effectively in the unit that is the board.  
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TAB 3:  ROLE OF THE LEADERSHIP TEAM OF THE BOARD OF 
TRUSTEES 

 “Leadership Matters!” Narcisa Polonio 
 
The Governing Board Chair plays a key role in the well-being of the board.  Being a good board 
chair does take the motivation to do the job and it takes a lot of time and energy.  As a leader 
they are responsible for running effective meetings, parliamentary procedure, handling 
conflicts and crisis, ensuring ethical well-being, building a strong foundation for the board, and 
working closely in partnership with the President.   
 

THE CHAIRS AND OFFICERS OF THE BOARD 

Board officers provide leadership for the board to successfully function.  Boards usually have a 
chair, vice chair and secretary.   
 

 Interest and commitment to 
serving 

 Sufficient time and energy to 
take on the responsibilities 

 Clear understanding of the 
mission of the college 

 Clear understanding of the 
governance role of the board 

 Interest in and knowledge of 
community 

 Ability to nurture the board’s 
relationship with the CEO 

 Leadership skills 

 Communication skills 

 Facilitation skills 

 Knowledge of the steps required 
to facilitate and run the board 
meeting 

 Ability to resolve conflict and 
handle difficult situations 

 Ability to work with group 
process 

 

 “Being a chair is not 
about you – it’s about 
getting the work done.” 
Narcisa Polonio 
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THE CHAIR AS AN EFFECTIVE LEADER 

The Board Chair:  A Guide for Leading Community College Boards 
Edited by Vaughn A. Sherman and Cindra J. Smith 
Published by Association of Community College Trustees, 2002 
To order copies contact ACCT at 202.775.4667 or www.acct.org 
 
 
 
 

Board Chair Job Description 

 
1. Member of the board. 
1. Provides leadership to the board, and supports the implementation of board policy. 
2. Chairs and presides over meetings of the board after developing the Board’s meeting 

agenda with the president. 
3. Appoints the chairpersons of committees, in consultation with other board members.* 
4. Serves ex officio as a member of committees and attends their meetings when invited.* 
5. Discusses issues confronting the college with the president. 
6. Helps guide and mediate board actions with respect to organizational priorities and 

governance concerns. 
7. Reviews with the president any issues of concern to the board. 
8. Coordinates the formal performance evaluation of the president. 
9. Performs other responsibilities assigned by the board. 
10. Official spokesperson of the Board when appropriate. 
11. Coordinates orientation for new trustees. 
12. Attends key college events including commencement, etc. 
 
*Applies to boards that are organized in committees. 

Keys to Board Chair Success 

 Defend the college president and support the staff public; criticize in private. 

 Remember the President doesn’t read minds. 

 Invest enough time to learn to be a chair and a good leader. 

 Be sure the board gives the President explicit authority to do his/her job 

 Ensure the president is supported and evaluated 

 Know the by-laws and follow the Board procedures. That may include Robert’s Rules 
of Order. 

 Conduct effective and efficient meetings. 

 

http://www.acct.org/
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The Chair as Spokesman and Advocate for the Board 

 The board “enables” the Board Chair to represent the board in specific situations. This 
means representing the board’s view, not the Chair’s individual view. 
 

 It is important to Identify the parameters and message acceptable to the board: 
o You will often be the first to know  

 Whom should you tell? 
 In what order? 
 Keep all the Board informed. 

 

 You will often be the first to be asked. 
 

 Can you state the board’s position even if you personally disagree? 
o Do you have the facts?  

o Have you coordinated with the President? 
 

OFFICERS AND COMMITTEE CHAIRS 

Vice Chair Job Description  

This position is typically successor to the Chair position. In addition to the responsibilities 
outlined for Board Members and Committee Chairs the Vice President reports to the board’s 
chair and works closely with the chair, president, and senior level staff.  The Vice President also 
performs Chair responsibilities when the Chair is not available. When there is a transition of 
Presidents, the Vice Chair participates closely with the Chair to develop and implement the 
transition plan, hires a search consultant if the Board elects to do so and assists in the 
coordination of the search plan. The Vice Chair may also be asked to take on other 
responsibilities as assigned by the Board. 
 

Committee Chair Job Description 

If the Board is organized into committees the committee chairs sets the tone for the committee 
work. They ensure that each member of the committee has the required information, data and 
materials to make decisions before the committee. Committee Chairs are responsible for the 
oversight of their committee’s operations and functioning. The Chair of a committee is 
responsible for assigning work to the committee members, setting the agenda, running the 
meetings and ensuring the timely distribution of meeting minutes. The Chair also initiates and 
leads the committee's annual evaluation. 

 
The Committee Chairs report to the board's Chair and to the full board on committee's 
decisions/recommendations. Often, the Committee Chair w orks closely with the president and 
other staff as agreed to by the president. 
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Board Secretary Job Description 

The Board secretary is a member of the board charged with the responsibility of maintaining 
records of the board and ensuring effective management of the institution’s records. The 
secretary takes, manages and ensures that minutes of the meetings are distributed in a timely 
fashion after the meeting. The secretary should be familiar with the by-laws and other legal 
documents in order to reference them if they become needed during the course of the 
meeting. 
 

 “Make sure you know what you have control over and what you have 
no control over.”  Narcisa Polonio 
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CASE STUDY:  MICROMANAGEMENT 

The new Chair is concerned that the majority of the trustees do not understand the basic 
difference between governance and administration of the college. This concern has been 
intensified with the hiring of a new president. Because the president is new to the college and a 
first-time president, influential board members have begun to tell her how to solve internal 
problems and run certain programs. The Chair is convinced that they are only trying to be 
helpful but is worried that the board will begin to try to run and micromanage the college. 
 

1. What strategies could the Chair use to address his concern? 
 
 
 
 

2. How can the Chair turn these emerging behaviors around? 
 
 
 
 

3. Is there gender bias associated with some of the trustee behavior? 
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TAB 4:  THE RIGHT CHEMISTRY:  BOARD OF TRUSTEES AND 
PRESIDENT RELATIONSHIP 

SUCCESSFUL PRESIDENT/CHANCELLOR 

 
 
 

  

Evidence of 
Skills and 

Experience  

Vision, 
Leadership, 
Innovation 

Shared 
Governance 

Collective 
Bargaring 

Insitutional 
Managment 

Finances 
Staff 

Development 

Emerging 
Community 
College & 

Higher 
Education 

Issues 
Fundraising & 

Resource 
Develoment 
Partnerships 

with Business & 
Industry 

Student 
Sucess 

Teaching & 
Learning 
Equity & 
Diversity 

Statewide 
Higher 

Education 
System 

Community 
Involvement 
Economic & 
Workforce 

Devellopment 
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THE SIX ESSENTIALS OF GOOD BOARD AND PRESIDENT RELATIONS 

 
 

1. Good Board-President relations begin, continue, and end with ethical behavior 
2. The Board and President must communicate with each other openly, appropriately, and 

even-handedly 
3. The Board and President must each know their separate responsibilities 
4. The Board and President should each be evaluated annually 
5. The Board and President need to encourage each other 
6. Facilitating the Board Process – The Sixth Essential 

 

The sixth essential refers to how members talk to each other, how they identify and solve 
problems, how they make decisions and how they handle conflict. 
  

The Six 
Essentials 

= 
Effective 

Governance 

Communitcation 

Responsbilities 

Evaluation 

Process 

Encourage 

Ethical 
Behavior 
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Essentials of Good Board/CEO Relations 
By Vaughn A. Sherman  
Published by Association of Community College Trustees, 2009 
To order copies contact ACCT at 202.775.4667 or www.acct.org 
 
 
 
 
 

RELATIONSHIP 

 Be clear about expectations 

 Evaluate 

 Understand the difference between policy and operations 

 Work with a spirit of harmony and cooperation 

 Refer complaints to the president 

 Openly share all information 

 Keep each other informed of issues 
 

DIFFERENT JOBS AND DIFFERENT TASKS 

 Leading the Organization 

 Educational Program 

 Fiscal Affairs 

 Human Resources 

 Community Relations 

 Legislative Relations 

 Legal Affairs 

 General oversight 

 Policy making 

 Planning 

 External leadership roles 

 Organizational structure 

 Decision making 

 Fundraising 
 
 
  

http://www.acct.org/
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MATCHING CEO AND BOARD EXPECTATIONS 

Source:  Boogs, G. R. (1995), “Matching CEO and Board Expectations”  Trustee Quarterly, Issue 
4: 8-11. 
 

CEO Expectations of Trustees 

Understanding the expectations of your CEO is a positive strategy for creating and maintaining 
a strong and productive board CEO relationship. The following suggestions are a basis for 
beginning that relationship. 
 

 Provide the CEO with a Clear Understanding of the Board’s Expectations 

 Regularly Evaluate the CEO 

 Recognize the Distinction Between Policy Settings and Operations 

 Work with Fellow Board Members and the CEO in a Spirit of Harmony and 
Cooperation 

 Provide Visible Public Support for the CEO 

 Base Decisions on What is Best for the Community and the College. Not on a Special 
Interest! 

 Refer Complaints and Suggestions to the CEO 

 Make Sure the CEO is the Primary Contact with the College 

 Protect the Mission of Student Learning 

 Protect the Long-Term Interests of the College 

 Prepare Adequately for Each Meeting 

 Maintain Appropriate Confidentiality 

 Avoid Public Criticism of the CEO 

 Control Inappropriate Behavior of Fellow Board Members 

 Recognize the CEO and Other College Staff for Local, State and National Leadership 
Roles and Achievements 

 Support the Professional Involvement and Development of the CEO 

 Regularly Review the CEO’s Employment Contract to be Sure It’s Provisions are Both 
Fair and Competitive  

 Leadership Changes Should be Planned 
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Provide the CEO with a Clear Understanding of the Board’s Expectations 

A CEO deserves to know what the board expects from him or her.  All too often, these 
expectations are not explicit, or individual board members may have different expectations for 
the CEO.  A goal setting retreat can be an excellent vehicle for a board and its CEO to agree on 
expectations and directions for the college district. 

 
It is especially important for the board to be clear in its expectations when employing a new 
CEO.  Both the board and the candidate will be evaluating whether there is a good match 
between the needs of the institution and the strengths of the candidate.  An honest 
conversation about expectations can avoid a mistake. 

Regularly Evaluate the CEO 

Evaluation of the CEO is one of the most important responsibilities of a community college 
board.  According to Carver, organizational performance and CEO performance are the same.  
There are many opportunities for informal evaluative comments during the course of 
interactions between a board and its CEO, but it is a good idea to schedule an annual evaluation 
of the CEO. 
 
Improvement of performance, a clearer sense of direction, and reinforcing recognition should 
be the primary goals of the evaluation.  The process and criteria should be understood by and 
mutually acceptable to the board and the CEO. 
 
Boards need to understand that CEO’s are faced with conflicting demands, insufficient 
resources, hectic schedules and long hours.  Progress toward some district goals may take 
longer than expected when other priorities emerge.  Although maintaining a positive 
institutional climate is an important responsibility for a CEO, the board’s evaluation of the CEO 
must be more than a reflection of current popularity. 
 
The formal evaluation should result in a written record of performance upon which the board 
bases its annual review of the CEO’s employment contract.  Written evaluations should be 
sealed and placed in the CEO’s personnel file for review only by regular board members or the 
CEO. 

Recognize the Distinction Between Policy Settings and Operations 

Boards have an obligation to see to it that the institution is well managed.  That is not to say 
that the board should manage the college; they cannot.  Instead, they select and appoint a CEO 
to lead the administration of the college district.  CEO’s expect trustees to give them the 
freedom to operate the district and accomplish the goals that have been mutually set. 
 
Boards should honor the internal governance systems of the college district.  Individual trustees 
should not try to direct the actions of their CEO.   Individually, trustees can make suggestions; 
the majority of the board in a board meeting can direct the CEO. 
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Board members set policy often relying upon information they receive in board reports, board 
agenda packets, and at board meetings.  They need to be sure the information is accurate and 
reliable.  After they approve the policies, they need to be sure that they are implemented as 
intended.   
   
The tool board members have to accomplish these tasks is the ability to ask questions.  
However, boards should be aware that every request they make, including request for 
information and reports, has a cost to the district.   
 
A common board folly, according to Carver, is for boards to want to know everything that is 
going on.  Carver advises boards to focus on questions that yield information necessary to make 
a policy decision and questions that yield information necessary to monitor the implementation 
of those policies.  
 
Carver labels other information as “incidental” and implies that boards often confuse it with 
more important monitoring information.   

Work with Fellow Board Members and the CEO in a Spirit of Harmony and 
Cooperation 

CEO’s expect trustees to understand the importance of working with fellow board members 
and the CEO in a spirit of harmony and cooperation in spite of differences of opinion that may 
arise during vigorous debates of points at issue.  Board member and CEO behaviors are very 
visible and set the tone for other relationships in the college district. 

Provide Visible Public Support for the CEO 

Faculty and staff members (and sometimes students) will, on the occasion of some decision of 
which they disapprove, take a dim view of the CEO.  CEO’s often come under attack because 
they are visible targets symbolizing the district.  The confidence and trust between a board and 
a CEO must be based upon a long-term relationship and not wax and wane with immediate 
concerns of the campus community.  Boards can do a great deal to support, both publicly and 
privately, a CEO under fire for making an unpopular, but correct, decision. 
 
If a board does not have the confidence that the CEO is willing or able to carry out its policies 
and lead the institution, it must act to change the CEO.  Ideally, this kind of change should be 
done in an orderly and discrete fashion.  Tension or lack of trust between a CEO and a board 
can be very disruptive for the entire district. 
 

Base Decisions on What is Best for the Community and the College(s) and Not on 
a Special Interest 
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Every person has special interests, and most of us belong to groups that advocate for certain 
values, ideals, or political or religious beliefs.  Some board members or their relatives may be 
employed by businesses that are potential contractors with the college. 

Refer Complaints and Suggestions to the CEO 

Board members often receive communications from community members, students, or 
employees of the college district.  If the communication reveals a potential administrative 
problem, the board member should refer it to the CEO to address through appropriate 
channels. 
 
If the person is trying to influence a board decision on policy, the board member may choose to 
listen, but should reserve judgment for the board room where recommendations from shared 
governance committees and the CEO can be heard.   
 
Popcock cautions even board chairs to resist the temptation to respond to queries from faculty, 
students, administrators, and the news media until they are confident of the facts and have 
consulted with the CEO on the response.   
 
Board members should never commit to any course of action based upon what they hear from 

individuals outside a board meeting. 

Make Sure the CEO is the Primary Contact with the College 

The office of the CEO should be the main point of contact between the board and the college.  
Having a separate board office on the campus or hiring separate staff for the board threatens 
the effectiveness of the CEO and invites the board to cross the line between policy and 
implementation. 
  
Some CEO’s want all communications from the board members to pass through them.  The CEO 
can then contact appropriate staff members to gather information before answering the board 
member’s questions.  Other CEO’s are comfortable with trustees contacting other members of 
the executive leadership team so long as the CEO knows about the contacts and their nature.  If 
this is the case, it is important for both the board members and the executive leadership team 
to keep the CEO in the information loop. 
  
Board members may choose to visit the campus occasionally to become better informed by 
talking with students and employees and sitting in on some shared governance committees.  
Although board members should not feel they need the CEO’s permission to visit, the CEO 
should always be informed.  The CEO staff can help to facilitate the visit.  A trustee, who does 
not inform the CEO about campus visits, can by this action, convey a lack of trust in the CEO. 
  
A meeting between a union representative and a board member during a collective bargaining 
impasse can damage the negotiation process.  A board member who consistently attends a 
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shared governance committee runs the risk of inhibiting discussion and interfering with a 
process which is intended to bring informed recommendations to the board. 

Protect the Mission of Student Learning 

The mission of a board of trustees, according to Nason, is to act as guardians of the college 
mission.  Trustees must make sure that the institution’s programs conform to its stated purpose 
and the district funds are spent in support of the mission of student learning.  Policies set by the 
board must be in support of the mission.  

Protect the Long-Term Interests of the College 

Boards have a special responsibility for future generations of students.  While college staff may 
be focused upon short-term planning.  Here again, it is not the responsibility of the board to 
draw up the long-range plans, but insist that the administration and the faculty do so in terms 
that the board can approve. 
 
Boards must also assure that colleges have adequate physical facilities.  Because colleges are 
human service institutions, employees tend to focus on the problems of its people and can lose 
sight of long-term needs for facilities. 

Prepare Adequately for Each Meeting 

Trustees must pledge to devote sufficient time, thought, and study to their duties as board 
members so they can render effective and creditable service.  This especially means attending 
board meetings on time, reading agenda materials and preparing for board meetings.  
 
Board members who need additional information about an item on the agenda should let the 
CEO know enough in advance to prepare the information.  CEO’s expect that the board 
members will not surprise them or other staff at a board meeting.  Trustees who attend board 
meetings unprepared not only lose effectiveness themselves, but they also affect the operation 
of the entire board. 

Maintain Appropriate Confidentiality  

Board members and their CEO’s must recognize that deliberations and discussions of the board, 
staff, and legal counsel in closed or executive session are not to be released or discussed in 
public without the prior approval of the board by majority vote.   
 
Open meeting laws in most states restrict closed-session topics to such items as personnel 
matters, student discipline, pending litigation, salary negotiations and land acquisition.  
Disclosure of confidential information is not only un-ethical; it may result in litigation against 
the college and individuals involved. 
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Avoid Public Criticism of the CEO 

Trustees should never criticize their CEO or other college staff in an open meeting.  Formative 
evaluation comments can be made to the CEO in private.  Closed sessions can be scheduled to 
evaluate the CEO as needed.  Public criticism undermines the ability of the CEO to provide 
effective leadership and doesn’t reflect well on the board. 

Control Inappropriate Behavior of Fellow Board Members 

Popcock points out that no CEO should be expected to discipline a trustee.  A board chair can 
be very helpful by discussing concerns with a particular trustee in private.  There may be 
occasions in which the whole board may have to deal with a disruptive trustee or with one who 
is not living up to expectations or standards of ethics. Unfortunately, open meeting laws in 
some states do not permit a board to address these issues in closed or executive sessions. 

Recognize the CEO and other College Staff for Local, State and National 
Leadership Roles and Achievements 

Public recognition for achievements can be an important motivator.  Although a good CEO will 
frequently recognize other staff members and extend credit for successes to others, a CEO is 
often uncomfortable pointing out personal and professional achievements.  Trustees, however, 
are in a position to publicly recognize the CEO as well as other college employees. 

Support the Professional Involvement and Development of the CEO 

Trustees should provide sufficient funds for the CEO to travel, represent the college and to 
engage in professional activities.  Boards have a lot invested in their CEOs.  It is important to 
protect and develop that investment by making sure that the CEO has the support to attend 
important conferences and to serve on important professional commissions and committees. 
 
Likewise, it is important for trustees to attend conferences and to engage in professional 

development activities.  Board members can improve skills, become better informed, and learn 

from their colleagues in other colleges.  Trying to save many by cutting board and CEO travel 

budgets can prove costly in the long run. 

Regularly Review the CEO’s Employment Contract to be Sure It’s Provisions are 
Both Fair and Competitive 

The CEO’s contract should clearly state the terms of employment, including duties, salary, 
benefits, expense allowances, important working conditions and the term of office.  CEOs and 
boards should never agree to any benefit that is not included in writing in the contract.  The 
contract serves as a written record and can be used to prevent misunderstandings which 
otherwise could prove to be embarrassing to the CEO and the board. 
 
One important provision for a board to consider in a CEO contract is a sufficient expense 
allowance for the CEO to attend important community activities and to represent the college at 
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local events.  The CEO is often the most visible symbol of the college in the community.  If 
community leaders view the CEO as a supporter of the community, they are most likely to 
support the college. When colleges have effective CEOs, boards should do what they can, 
within reason, to retain them. The correct match between skills and abilities of the CEO and the 
needs for leadership of the district is not always easy to find.  Moreover, a CEO search is costly 
in terms of time and money.  

Leadership Changes Should be Planned 

If the majority of the board determines that it is necessary to make a change in CEO leadership, 
the board should communicate this to the CEO in a closed session board meeting.  It would be 
unusual for a CEO to be surprised by an action like this because of the informal and formal 
feedback provided by the evaluation process.  
 
Likewise, it is important for the board to make its decision known to the CEO clearly and in 
enough time for the CEO to plan for the future.  Likewise, it is important for the CEO to 
communicate plans to leave a leadership position in a timely enough manner for the board to 
plan for the future of the college. The board will need to decide whether to employ a search 
consultant, what characteristics would be desirable in a new CEO and what the involvement of 
college staff will be in the search process.   
 
All too often, changes in leadership are accompanied by controversy.  Newspaper articles and 
contentious lawsuits focus negative attention on the college, the board, and CEO. Barring 
evidence of unethical conduct on the part of the CEO, the board’s responsibility to protect the 
CEO do not end until the CEO leaves.  If the board were to help with the transition of the CEO, it 
should be possible to avoid these problems. 
  
The colleges identified as the best are those that have histories of strong and stable leadership 
at the board and CEO levels.  Positive relationships between boards and CEOs do not develop 
accidentally.  They must be continually nourished and developed. By understanding the 
expectations that boards hold for them, CEOs can provide the level of support their trustees 
deserve.  By understanding the expectations that CEOs have for boards, trustees can provide 
the climate for effective leadership. 
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ROLES AND RESPONSIBILITIES EXERCISE 

 
Instructions:  In order to achieve optimal Board effectiveness, the Board and the President 
must be clear on what they expect from each other. Use the lines below to list what the Board 
expects from the President (left side) and what the President needs from the Board (right side).  
 
 
 
 
 
 

 
 
 
 
 
 

 
 
 

 
 
 

 
 
 

 
 
 
 

 
 
 

 
 
 
  

President 
What the Board expects  
from the President 

 Board of Trustees 
What the President needs from 
the Board 
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DEFINING EXPECTATIONS EXERCISE 

 

Board Support for the 
President 

President Support for the 
Board 

Student 
Success 

1. Communication 

   

2. Board Operations 

   

3. Institutional Effectiveness 

   

 
 

Board Role President Role Student Success 

4. Policy Making 

   

5. Planning 

   

6. Finance and Budgeting 

   

7. External Leadership Roles 

   

8. Asset Protection and Management 

   

9. Fundraising and Grants 
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10. Monitoring Fiscal Health 

   

11. Community Involvement 

   

12. Policy Trends and Issues 

   

13. Legislative Advocacy 
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WHAT BOARD OWES PRESIDENT 

Exercise for discussion. 
 
Devotion to the college mission 
 
 
Commitment to Student Success 
 
 
Willingness to fight for resources 
 
 
Cohesiveness as a board 
 
 
Disinterest in the nitty-gritty 
 
 
Support and trust 
 
 
 

 “The presidency is one of the loneliest jobs and also one of the 
most fulfilling.”  Narcisa Polonio 
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WHAT PRESIDENT OWES BOARD OF TRUSTEES 

Exercise for discussion. 
 
Expertise, ability and leadership 
 
 
High energy, a strong spirit and work ethic 
 
 
Honesty, forthrightness, and sharing both good and bad news  
 
 
Providing sound and thoughtful advice 
 
 
A passion for the college 
 
 
Faithful adherence to board policy 
 
 
Setting the stage for the board’s work 
 
 
Loyalty and respect 
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CASE STUDY:  PRESIDENTIAL OVERSIGHT AND SUPPORT: STRIKING THE  

78 
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TAB 5:  ORGANIZING AND RUNNING AN EFFECTIVE MEETING 

How you organize and run the meeting will send a message to the college and community.  
Setting the stage is critical to ensure the respect and decorum is appropriate for the governing 
board.  Governing Boards are public constituted bodies worthy of creating a meeting 
environment that is claim and well-structured as well as that reinforces the tradition and rituals 
of the institution. 
 

RUNNING EFFECTIVE COMMUNITY COLLEGE BOARD MEETINGS 

By Vaughn A. Sherman 
 
A community college board chair is given many opportunities to bring good leadership to the 
institution served. Many, perhaps even most of those opportunities are behind the scenes 
where the community is not aware of the activity. Visits with the CEO to create the agenda for a 
meeting or strategize about a governance matter, consulting individually with other trustees 
between board meetings, luncheons with local officials as the board representative; all these 
are quiet duties of a board chair requiring skill and diplomacy in furthering the good 
governance of the college. 
 
It is in the board meeting itself, usually held monthly, that the chair “goes public,” meaning 
there is the opportunity to show leadership skills of both chair and board in their governance of 
the institution. The chair can paint the board and institution in a positive light by the manner in 
which the meeting is run; conversely, if the meeting is poorly conducted, it may reflect 
negatively on the board and institution. 
 
There are many ways in which a board chair can smooth the proceedings of a meeting so that 
participants and the audience find them pleasant and productive. Some of those ways are 
considered here. 
 
A Welcoming Atmosphere 
When we walk into a group meeting of any kind, there are first impressions that come from 
several directions. One of those is connected with the surroundings. Are they comfortable, 
clean, well-lighted, moderate in temperature, adequate in size and with seating for all that 
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might attend? A board meeting held in a hot, stuffy room with leftover cups from a previous 
conference can guarantee an unpleasant beginning to a meeting. 
 
Some board chairs have difficulty in understanding that this is their meeting and that it is their 
responsibility to see that it runs well in every regard. If the surroundings are inadequate in any 
way it is the chair’s duty to work with the rest of the board and the CEO to secure a 
comfortable room appropriate to the dignity of college governance. That does not mean the 
room must be luxurious.  It does mean that the room reflects well on the college for any public 
who might attend, and that its amenities are conducive to good communications among board 
members, staff and guests attending.  
 
A welcoming atmosphere also includes greetings from the host or hosts. When entertaining a 
home we usually greet guests at the door. That is not very practical for a board chair preparing 
to conduct a meeting, but if chairs view themselves as hosts they will make an effort to greet 
fellow trustees and staff as they arrive, and introduce guests as one of the first items of 
business. A board chair heavy into conversation with the CEO or other trustees as participants 
and guests arrive is not a welcoming sight. Unless it’s an emergency, all other business should 
be taken care of beforehand to allow some interchanges before starting the meeting. 
 
Starting on Time 
Some people are chronically late. Board chairs and others presiding over meetings have an 
unfortunate tendency to wait for these people to show up before starting the meeting, a 
serious mistake. 
 
The problem with waiting for latecomers is twofold. The first and more obvious is that a board 
chair who waits for latecomers is wasting the time of busy trustees, staff and guests who are 
courteous enough to arrive on time. The second is that by doing so one encourages chronic 
latecomers to continue their bad habits. 
 
The board chair who regularly starts a scheduled meeting on time will find participants and the 
audience getting the message rather quickly. Responsible trustees will not want to be seen 
missing part of the meeting; neither staff members nor the CEO want to be viewed as negligent 
in their duties. The payoff is big in respect won for responsible leadership. 
 
Setting a Positive Tone 
Now that the chair has opened the meeting on time, the usual first agenda item is along the 
lines of “Welcome and Greetings – Introduction of Guests.” Here is the opportunity to build on 
informal remarks and greetings made prior to the meeting.    
 
The amount of comment by the chair at this point depends a lot on the nature of the 
community college. If it’s a large college located in a big urban district, the remarks will likely be 
more formal than in a small rural setting where most folks at the meeting will know one 
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another. In either case the chair should do everything possible at this point to bring the group 
into a pleasant frame of mind.    
 
The Agenda 
The board chair’s task now is to follow an agenda prepared in advance. The chair should have 
played a major part in putting the agenda together, working with the CEO to assure that both 
board and administrative concerns are represented.  
  
There are many board chairs who rely too heavily on their CEO’s for agenda preparation. As 
leader of a board representing community ownership of the college, a board chair needs to 
direct the focus of an agenda outward towards the community. While there are legitimate 
needs for a board to review and approve administrative actions, discussions of policy and 
community needs should be foremost in board business and thus reflected in the agenda. There 
should be an opportunity for community input through an agenda item calling for public 
comment. 
 
Conducting the Flow of Business 
Many meetings are poorly conducted, overly long and too often are minimally productive. 
 
The chair’s failure to properly conduct the flow of business following from the agenda is 
probably the greatest single factor contributing to the distaste of meetings. A thorough 
knowledge of Roberts Rules of Order–or whatever the rules of order adopted by a board–is not 
enough to guarantee smooth, productive proceedings during a board meeting. It is essential 
that the chair be able to control a meeting, which is the purpose of Roberts Rules of Order.  
 
As presiding officer the board chair is “the keeper of the rules.” But at least as important is the 
chair’s ability in facilitating the meeting, as one who eases the conversational way for all 
participants.  Facilitators do this by being good listeners, by accepting and responding to 
criticism without anger, by being receptive to all ideas, by playing no favorites among board 
members and staff and by modeling good board behavior. 
 
A large meeting chaired by a traditional leader using Roberts Rules of Order will have little 
conversation among participants. Most remarks are addressed to the chair using the formal 
“Mr. Chairman,” and participation in the discussion by the chair is nil or kept to an absolute 
minimum. This does not promote the easy, informal exchange of ideas that most trustees want 
to experience in their board activities. A chapter in this handbook entitled “The Board Chair and 
Parliamentary Procedure” describes Roberts Rules for Small Boards, which fit the size of most 
of our boards and encourage a less formal approach to parliamentary procedure. 
 
Regardless of the rules used, a community college board chair needs to walk a fine line that 
maintains order and still allows trustees to participate freely in discussion of the important 
business of their college. Common crossing of that line comes when conversations break out 
among trustees or with staff that are uncontrolled by the chair. Another challenge to the chair’s 
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leadership is created when participants discuss something other than the agenda matter at 
hand. Some informal conversation among participants in a meeting can be creative and 
worthwhile. However, when it goes on at length, becomes argumentative or ceases to be 
positive, it is time to call a halt and bring order back to the meeting. The chair needs to keep 
the meeting on track by reminding participants of the matter on the table. 
 
Using a gavel, ringing a chime, or raising one’s voice in a friendly way can restore order in such a 
case. The chair might remind trustees that remarks should be addressed to the chair and not to 
other participants. Occasional reminders with some allowance for slippage will serve to 
maintain a reasonable order. Eventually the group will learn that this is the chair’s style, and 
reminders will be less and less necessary. 
 
The Difficult Trustee 
Every board has a diverse selection of personalities as members, often including the person 
who feels inadequate if he or she isn’t talking all the time, and the trustee who almost never 
participates in conversations. Very few boards have truly difficult members who are contrary, 
grandstanders or who otherwise make things difficult for both the chair and the board.   
 
How to deal with such people when presiding over a meeting? 
A usually effective way is to post the kind of ground rules used by facilitators. A classic 
facilitation begins with the facilitator having the group accept a set of rules that will control the 
conversation. Common rules are: use common courtesy, listen actively, everyone participates, 
don’t speak a second time until all have spoken, all ideas are valid, don’t use inflammatory 
language, and have fun! If the chair is able to get the group to agree to such a list, and hold 
them to it in a reasonable and friendly manner, the group will eventually adopt a style that is 
accommodating to all.   
 
The Reality and Action Check 
It is quite possible for a chair to preside over a meeting that is pleasant and productive insofar 
as acting on the agenda, but fails to capture the essence of ideas generated and to assign action 
that will test them. Minutes of a meeting are alone not enough to spur action unless it is 
designated in those minutes. 
 
Here is another chance for a chair to show leadership. If trustees during the meeting raise an 
idea that truly falls to the board, the chair should perform a reality check. Is it really possible for 
us to carry this out as a board? What staff support is necessary? What action is necessary? Who 
is going to take responsibility for initiating the action? Many ideas may die if there is not a 
follow-up planned during the meeting under leadership of the chair. 
 
Summary 
Effective running of community college board meetings is a necessity both for the image 
projected to the community owners of the college, and for productive board work. The many 
ways a board chair can enhance effectiveness of board meetings include: establishing a 
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welcoming atmosphere, starting meetings on time, setting a positive tone, assuring an agenda 
that reflects board responsibilities, reasonable and friendly control of discussion, learning how 
to deal with difficult trustees, and using reality and action checks to assure that all ideas 
generated are given a fair testing. 
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CASE STUDY:  AGENDA 

The Board Chair instructed the president to eliminate all of the items on the Annual Board 
Calendar that were to be addressed during the upcoming May meeting agenda and substitute 
them with a report by the faculty of the Fine Arts Division on the student arts program. She 
instructed the president to move those approved calendar items to a future meeting. 

 
1. What are the issues raised by this behavior on the part of the Chair?  

 
2. Would this behavior jeopardize the integrity of the annual board calendar? 

 
3. What should the president do?  

 
4. What should the board do? 
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ROOM ARRANGEMENTS AND THEIR EFFECTS ON PARTICIPATION 
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ORGANIZATIONAL OPTIONS FOR DECISION MAKING 

 Committee of the Whole 

 Committees 

 Policy Governance 

 Consent Agenda 

Why the Consent Agenda 

 The board defines, delegates and monitors but does not carry out organizational work. 

 The board has determined by policy what decision-making is delegated to the President 
or CEO. 

 The President or CEO has made a decision and taken action within the limitations 
established by Board Policy. 

 An external force requires board approval of the decision already made by the 
President.  (Examples include State Statute, State Governing or Coordinating Board, 
State Attorney General’s Office, State Auditor’s Office, or Contractual Agency.) 

Implementing the Consent Agenda 

 The board defines what decisions are delegated to the President or CEO. 

 The President or CEO determines the Consent Agenda for each meeting as needed. 

 The Consent Agenda includes only those completed decision items for which an external 
force requires board approval. 

 The board approves all items on the Consent Agenda with a single vote. 

Rubber Stamping 

 “Mindless rubber-stamping of true board prerogatives is a dereliction of duty.”  
John Carver, Boards that Make a Difference, Second Edition 

 
Rubber-stamping of decisions that should have been management prerogatives is not 
(dereliction of duty). 

 
“When board approval is imposed externally, the board is justified in intentional 
rubber-stamping.  That is, it can go ahead and approve as it is required to do and 
move on.”   John Carver, Boards that Make a Difference, Second Edition 
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GLOSSARY OF TERMS FOR TRUSTEES  

Trustees should be familiar with the following terms related to the operations and workings of 
the board of trustees as well as the college. 
 

Board Operation  

• Abstain 
• Action item 
• Ad Hoc 

Committees 
• Advisory board 
• Advocacy 
• Board Orientation 
• Board Attorney 
• By-laws 
• Centralization/Dec

entralization 
• Chair 
• Code of 

Conduct/Behavior 
• Code of Ethics 

• Confidentiality 
• Consent agenda 
• Disclosure 
• Emotional 

Intelligence 
• Evaluation 

(Board/CEO) 
• Executive Session 
• Ex-officio  
• Good Stewards 
• Governance 
• Labor Negotiations 
• Lobbying 
• Micromanagement 
• Motion 

• Nepotism  
• Policy 
• Policy Governance 
• Officers 
• Organizational 

Records (Record 
Retention) 

• Quorum 
• Recues 
• Resolution 
• Roberts Rules of 

Order  
• Self-assessment 

• Self-Healing 
• Spokes person  

• Standing 
Committees 

• Term 

• Term Limit 
• Whistleblower 

 

Institution 

• Accreditation  
• Academic Freedom 
• Cabinet 
• Climate survey 
• Financial aid 

• LEED Certified 
(Silver, Gold, 
Platinum) 

• Mission 
• Shared-

Governance 

• Strategic Planning 
• Tenure 
• Transition Plan 
• Vision 

Finance 

• Accrual Accounting 
• Assets 
• Audit 
• Balance sheet 
• Budget 
• Capital Projects 

• Endowment 
• Fiduciary 
• FTE 
• Line Item Transfer 
• Non-Profit 
• Public bid 

• Procurement 
• Reserve 
• Statement of 

Revenue & 
Expenditures



 

92 
 

Law 

• Appointing authority 
• Conflict of interest 
• Liabilities 
• Sunshine Law 

  



 

93 
 

MODEL “SWEARING IN” 

It is with the deepest sense of responsibility and conviction that I assume my office as a 
(trustee, visitor, regent, etc.) of (institution), and solemnly affirm:  

 That I understand my authority exists only when acting collectively with my fellow board 
members, and that our authority is derived from, and obliged to serve, the interests of 
our entire community; 

 That I will exemplify ethical behavior and conduct that is above reproach;  
 That I will engage in an ongoing process of in-service education and continuous 

improvement; 
 That I will be prepared to participate in open, honest and civil deliberation with my 

colleagues, vote my conscience rather than to advance any special interests, and 
support the decisions and policy we make; and  

 That I will honor the division of responsibility between the board and the (CEO, 
president, etc.) and staff, and contribute to creating a spirit of true cooperation and a 
mutually supportive relationship in support of our community. 
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SAMPLE TABLE OF CONTENTS FOR GOVERNANCE HANDBOOK 

Adapted from Community College League of California, Trustee Handbook 
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FOR FAIR & ORDERLY MEETINGS:  ROBERT’S RULES OF ORDER 

Summary Version © 1997 Beverly Kennedy  
 
Robert’s Rules of Order provide common rules and procedures for deliberation and debate in 
order to place the whole membership on the same footing and speaking the same language. 
The conduct of ALL business is controlled by the general will of the whole membership - the 
right of the deliberate majority to decide. Complementary is the right of at least a strong 
minority to require the majority to be deliberate - to act according to its considered judgment 
AFTER a full and fair "working through" of the issues involved. Robert's Rules provides for 
constructive and democratic meetings, to help, not hinder, the business of the assembly. Under 
no circumstances should "undue strictness" be allowed to intimidate members or limit full 
participation. 
 
The fundamental right of deliberative assemblies requires all questions to be thoroughly 
discussed before taking action! 
 
The assembly rules - they have the final say on everything.  
Silence means consent!  
 

 Obtain the floor (the right to speak) by being the first to stand when the person 
speaking has finished; state Mr./Madam Chairman. Raising your hand means nothing, 
and standing while another has the floor is out of order! Must be recognized by the 
Chair before speaking!  

 Debate cannot begin until the Chair has stated the motion or resolution and asked "are 
you ready for the question?" If no one rises, the chair calls for the vote!  

 Before the motion is stated by the Chair (the question) members may suggest 
modification of the motion; the mover can modify as he pleases, or even withdraw the 
motion without consent of the seconder; if mover modifies, the seconder can withdraw 
the second.  

 The "immediately pending question" is the last question stated by the Chair! 
Motion/Resolution - Amendment - Motion to Postpone  

 The member moving the "immediately pending question" is entitled to preference to 
the floor!  

 No member can speak twice to the same issue until everyone else wishing to speak has 
spoken to it once!  

 All remarks must be directed to the Chair. Remarks must be courteous in language and 
deportment - avoid all personalities, never allude to others by name or to motives!  

 The agenda and all committee reports are merely recommendations! When presented 
to the assembly and the question is stated, debate begins and changes occur!  
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The Rules 

 Point of Privilege: Pertains to noise, personal comfort, etc. - may interrupt only if 
necessary!  

 Parliamentary Inquiry: Inquire as to the correct motion - to accomplish a desired result, 
or raise a point of order  

 Point of Information: Generally applies to information desired from the speaker: "I 
should like to ask the (speaker) a question."  

 Orders of the Day (Agenda): A call to adhere to the agenda (a deviation from the 
agenda requires Suspending the Rules)  

 Point of Order: Infraction of the rules, or improper decorum in speaking. Must be raised 
immediately after the error is made  

 Main Motion: Brings new business (the next item on the agenda) before the assembly  
 Divide the Question: Divides a motion into two or more separate motions (must be able 

to stand on their own)  
 Consider by Paragraph: Adoption of paper is held until all paragraphs are debated and 

amended and entire paper is satisfactory; after all paragraphs are considered, the entire 
paper is then open to amendment, and paragraphs may be further amended. Any 
Preamble cannot be considered until debate on the body of the paper has ceased.  

 Amend: Inserting or striking out words or paragraphs, or substituting whole paragraphs 
or resolutions  

 Withdraw/Modify Motion: Applies only after question is stated; mover can accept an 
amendment without obtaining the floor  

 Commit /Refer/Recommit to Committee: State the committee to receive the question 
or resolution; if no committee exists include size of committee desired and method of 
selecting the members (election or appointment).  

 Extend Debate: Applies only to the immediately pending question; extends until a 
certain time or for a certain period of time  

 Limit Debate: Closing debate at a certain time, or limiting to a certain period of time  
 Postpone to a Certain Time: State the time the motion or agenda item will be resumed  
 Object to Consideration: Objection must be stated before discussion or another motion 

is stated  
 Lay on the Table: Temporarily suspends further consideration/action on pending 

question; may be made after motion to close debate has carried or is pending  
 Take from the Table: Resumes consideration of item previously "laid on the table" - 

state the motion to take from the table  
 Reconsider: Can be made only by one on the prevailing side who has changed position 

or view  
 Postpone Indefinitely: Kills the question/resolution for this session - exception: the 

motion to reconsider can be made this session  
 Previous Question: Closes debate if successful - may be moved to "Close Debate" if 

preferred  
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 Informal Consideration: Move that the assembly go into "Committee of the Whole" - 
informal debate as if in committee; this committee may limit number or length of 
speeches or close debate by other means by a 2/3 vote. All votes, however, are formal.  

 Appeal Decision of the Chair: Appeal for the assembly to decide - must be made before 
other business is resumed; NOT debatable if relates to decorum, violation of rules or 
order of business  

 Suspend the Rules: Allows a violation of the assembly's own rules (except Constitution); 
the object of the suspension must be specified  

 

Considerations for Using Robert’s Rules of Order 

1. There are many meetings that run very smoothly without ever having to invoke Robert’s 
Rules of Order. It is very possible to get bogged down in the detail of the rules rather than 
using them to facilitate order in a meeting.   

2.  Robert’s Rules of Order to not guarantee civility and reasoned discourse in a meeting. It is 
a responsibility of each member to learn to disagree and present their position without 
disrupting the meeting or being inconsiderate to others. 

3. As mentioned in the discussion of the Board Chair role, it is important that the Chair be 
familiar with the Rules of Order and understands the use of those rules in the conducting 
of business. 

4. There are times when common sense should guide you rather than strict adherence to the 
Rules. For example, if it is the unanimous desire of the members to close debate when 
asked, that consent is enough to close debate without a vote. 

5. Even when there is a sense that a motion will pass, it is important to vote and record the 
vote officially.  

6. It is important that someone at the meeting is responsible for parliamentary procedure. 
Some Board’s appoint a Parliamentarian. Boards should also make sure that they are using 
the same book for parliamentary procedure.  

7. The rights of all members of the Board should be protected even when the will of the 
majority is what determines the outcome of an issue brought to a vote.    
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PARLIAMENTARY PROCEDURE 

Parliamentary procedure refers to the rules of democracy—that is, the commonly accepted way 
in which a group of people come together, present and discuss possible courses of action, and 
make decisions. 
 
Parliamentary procedure is used by all types of decision-making bodies on a daily basis: school 
boards, homeowners’ associations, city councils and non-profit boards of directors, for 
example. Parliamentary procedure also defines what duties people typically have when they 
are elected the president, secretary, or treasurer of an organization. 
 
Fundamentally, parliamentary procedure defines how groups of people, no matter how formal 
or informal, can most effectively meet and make decisions in a fair, consistent manner—and 
make good use of everyone’s time. Even a basic background in parliamentary principles can 
help you and your organization hold more efficient meetings. 
 
Robert’s Rules of Order Newly Revised 
The National Association of Parliamentarians bases its opinions and instruction upon Robert’s 
Rules of Order Newly Revised. The most widely used parliamentary authority in the United 
States, this book (often abbreviated RONR) was first published as the Pocket Manual of Rules of 
Order for Deliberative Assemblies in 1876. Since then, the book has been expanded and 
updated several times, incorporating solutions for countless meeting situations and 
acknowledging both societal and technological changes that affect the way business is 
conducted. The current edition of this book is Robert’s Rules of Order Newly Revised, 10th 
edition (2000). 
 
 

WWW.ROBERTSRULE.ORG 
 
The following information on parliamentary procedure is used with permission from: 
 
Copyright © 2006 National Association of Parliamentarians 
www.parliamentarians.org 

Used with permission from The National Association of Parliamentarians®. 

http://www.parliamentarians.org/
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What is Parliamentary Procedure? 

Definition 
Parliamentary procedure, often used interchangeably with “parliamentary law,” is more 
correctly defined as parliamentary law in combination with the rules of order that a given 
assembly or organization has adopted. 
 
Parliamentary law is: 

 Rules of the game of democracy. 
 Rules that govern procedures by which civil and criminal laws are made and adopted. 
 Rules and customs that govern deliberative and decision-making assemblies and 

organizations. 
 
The term rules of order refers to written rules of parliamentary procedure formally adopted by 
a group of people or by an organization. These rules relate to the orderly transaction of 
business in meetings and to the duties of officers in facilitating the conduct of business. Written 
rules of order help ensure that the organization functions smoothly and that questions about 
procedure can be resolved quickly and fairly. An organization’s rules of order may include 
bylaws, standing rules, policy manuals, and other rules. 
 
Objectives 
Parliamentary procedure 

 Establishes the purpose and structure of organizations; 
 Defines membership classifications, rights, and obligations; and 
 Defines rules and procedures for conducting business. 

 
Principles 
Parliamentary law is based upon 

 The will of the majority; 
 The right of the minority to be heard; 
 Protection of the rights of absentees; 
 Courtesy and justice for all; and 
 Consideration of one subject at a time. 

The Use of Parliamentary Procedure 

Why use parliamentary procedure? 
Knowledge of basic parliamentary procedure prepares a member of any organization to be 
more effective when participating in business meetings, and allows the member to understand 
and support the fundamental principles of parliamentary law. 
 
Robert’s Rules of Order Newly Revised provides perhaps the best summary of the broad benefit 
of parliamentary law to organizations: 
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“The application of parliamentary law is the best method yet devised to enable assemblies of 
any size, with due regard for every member’s opinion, to arrive at the general will on the 
maximum number of questions of varying complexity in a minimum time and under all kinds of 
internal climate ranging from total harmony to hardened or impassioned division of opinion.” 
(RONR, 10th ed., p. xlviii) 
 
In other words, while parliamentary procedure cannot guarantee that every member of an 
organization is pleased with the outcome of a decision, it aims to ensure that every member is 
satisfied by the manner in which the decision was made, and that the organization makes 
decisions efficiently but with consideration for every member’s opinion. 
 
Who uses parliamentary procedure? 
Countless organizations use parliamentary procedure every day. Consider these examples: 
 
Government and civic organizations  

 U.S. Congress, State legislatures, City and county councils 

 School boards, Neighborhood and homeowners’ associations 
 
Corporations  

 Boards of directors and Shareholder meetings 
 
Non-profit organizations  

 Charitable organizations 

 Fraternal organizations, Churches, Clubs, Unions 

 Professional organizations 

Parliamentary Basics 

While a thorough treatment of parliamentary procedure cannot be condensed onto a few 
pages, there are some basic components of effective meeting procedure that can help anyone 
improve their participation in or facilitation of business meetings. After reviewing these basics, 
explore how to learn more through participation in NAP-sponsored activities, and through the 
products and services that NAP provides. 
 
Deliberative Assemblies 
Parliamentary procedure is generally applied to the meetings of deliberative assemblies. A 
deliberative assembly has the following distinguishing characteristics: 

 It is an independent or autonomous group of people meeting to determine, in full and 
free discussion, courses of action to be taken in the name of the entire group. 

 The group is large enough—usually more than a dozen people—that a degree of 
formality is needed to make decisions efficiently. 

 People having the right to participate (the members of the assembly) are generally free 
to act within the assembly according to their own judgment. 
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 In any decision made, the opinion of each member present has equal weight when 
voting; when a member votes, he or she joins others in assuming direct personal 
responsibility for the decision when voting on the prevailing side. 

 If a member does not agree with the decision of the body, this does not constitute 
withdrawal from the body. 

 If there are absentee members—as there usually are—the members present at a regular 
or properly called meeting act on behalf of the entire membership, subject only to 
whatever limitations are established in the body’s governing rules. 

 
Types of Deliberative Assembly 
The deliberative assembly may exist in many forms. Among the principal types are: 

 Mass meeting 
 Local assembly of an organized society 
 Convention 
 Legislative body 
 Board 

Parliamentary Basics: Rules That Govern an Organization 

An organization is typically governed by several different types of rules. These rules form a 
hierarchy, with higher-ranking classes of rules superseding those of a lower rank. 
 
Common classes of rules, listed from highest- to lowest-ranking, include: 

 Federal, state, and local laws 
 Articles of Incorporation 
 Bylaws 

 
Special rules of order 

 Standing rules 
 Parliamentary authority 
 Custom 
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Parliamentary Basics: Motions 

There are several classes of motions you may encounter in meetings, listed below. The most 
commonly used motions belong to the thirteen ranking motions. 
To review the procedure for handling a motion, see Parliamentary Basics - Presiding.  
 
 
Classes of Motions 
There are several classes of motions you may encounter in meetings: 
 

 The main motion is the basis of all parliamentary procedure. All business to be 
considered by an assembly is introduced by a main motion. This type of motion may 
only be considered if no other business is pending. 
 

 Subsidiary motions are those that may be applied to another motion for the purpose of 
modifying it, delaying action on it, or disposing of it. 

 

 Privileged motions are motions that are unrelated to the current motion, but are of 
such urgency or importance that they are considered immediately. These motions are 
related to members, the organization, and meeting procedure rather than the item of 
business being considered. 

 

 Incidental motions are motions that are related to, or incidental to, the business being 
considered, but do not directly modify the pending motion. 

 
Motions that bring a question again before the assembly, or bring-back motions, are a special 
type of main motion that permit the assembly to consider business that was previously 
disposed of. 
 
Copyright © 2006 National Association of Parliamentarians 
www.parliamentarians.org 
Used with permission from The National Association of Parliamentarians®. 
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Thirteen ranking motions 

The main motion, subsidiary motions, and privileged motions all have rank relative to one 
another. The table below illustrates the motions’ rank and basic characteristics. 
 

 

 

 
Copyright © 2006 National Association of Parliamentarians 
www.parliamentarians.org 
Used with permission from The National Association of Parliamentarians®. 
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Parliamentary Basics: Discussion and Debate 

Discussion, or debate in parliamentary terms, is how an assembly decides whether a proposed 
course of action should be followed. Disagreement is healthy, and helps the organization make 
the best decision if discussion is approached fairly and consistently: 

 Before speaking in debate, members obtain the floor as described in Parliamentary 
Basics – Presiding. 

 The person who makes a motion may speak on it first, if he expresses the desire to do 
so. 

 All remarks are addressed to the chair, not to other members. 
 Debate is confined to the merits of the motion currently under consideration. 
 Debate can only be closed by order of the assembly (2/3 vote), or by the chair if no one 

seeks the floor for further debate. 

Parliamentary Basics: Presiding 

Two essential components of effectively presiding over a meeting are preparing and following 
an agenda, and handling motions fairly and consistently. 
 

Sample Meeting Agenda 

Excerpted from the NAP publication, The Chair’s Guide: Order of Business  
1. Call to Order 
2. Opening Ceremonies (optional) 
3. Roll Call (if customary) 
4. Reading and Approval of Minutes 
5. Reports of Officers, Boards, and Standing Committees 
6. Reports of Special Committees (announced only if such committees are prepared or 

instructed to report) 
7. Special Orders (announced only if there are special orders) 
8. Unfinished Business and General Orders 
9. New Business 
10. Announcements 
11. Program (if a program or a speaker is planned for the meeting) 
12. Adjourn 
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Procedure for Handling a Main Motion 

Obtaining and Assigning the Floor 
 
1. A member rises when no one else has the floor and addresses the chair: “Mr./Madam 
President,” “Mr./Madam Chairman,” or by other proper title. (In a large assembly, the member 
gives his name and identification.) 

The member remains standing and awaits recognition by the chair.  
 
2. The chair recognizes the member by announcing his name or title, or, in a small assembly, by 
nodding to him. 

How the Motion is Brought Before the Assembly 
1. The member makes the motion: “I move that (or ‘to’)...” and resumes his seat. 
2. Another member, without rising, seconds the motion: “I second the motion,” or “I second it” 

or even just “second.” 
3. The chair states the motion: “It is moved and seconded that ... Are you ready for the 

question?” 
 
Consideration of the Motion 
1. Members debate the motion. (See Parliamentary Basics – Discussion) 
2. The chair puts the motion to a vote. 

The chair asks: “Are you ready for the question?” If no one rises to claim the floor, the 
chair proceeds to take the vote. 

The chair says: “The question is on the adoption of the motion that...As many as are in 
favor, say ‘Aye”. (Pause for response.) Those opposed, say ‘No’. (Pause for response.) 

3. The chair announces the result of the vote.  
“The ayes have it, the motion is adopted, and ... (indicating the effect of the vote),” or 
 
“The noes have it, and the motion is lost.” 
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Parliamentary Basics: Fundamental Rights 

The rules of parliamentary law are constructed upon a careful balance of the rights: 

 Of the majority, 

 Of the minority, especially a strong minority (greater than one third), 

 Of individual members, 

 Of absentees, and 

 Of all these together. 
Fundamentally, under the rules of parliamentary law, a deliberative body is a free agent—free 
to do what it wants to do with the greatest measure of protection to itself and of consideration 
for the rights of its members. 

Learning More about Parliamentary Procedure 

There is truly no limit to what you can learn about parliamentary procedure. You may choose to 
learn basic meeting procedures and the use of the most common motions; or, if you are a 
committee member or elected officer of an organization, you may choose more in-depth study. 
As your expertise and involvement grows, you may find that you want to pursue accreditation 
of your parliamentary skills. 
 
If you prefer to learn by reading, consider one or more of the books available through NAP. 
You’ll probably want to start by purchasing a copy of Robert’s Rules of Order Newly Revised or 
whichever parliamentary authority your organization uses. Then consider a book that provides 
an introduction to and explanation of this rather lengthy reference. 
 
NAP members rely on the National Parliamentarian, the association’s quarterly magazine, to 
keep current on parliamentary knowledge and news. Non-members may also subscribe to the 
magazine to gain access to educational articles, challenging questions answered by top 
parliamentary experts, and in-depth features on a variety of topics. 
 
NAP also produces educational materials that provide a broad overview of parliamentary 
concepts, concise coverage of a specific topic, or in-depth knowledge of themes like voting and 
script-writing. 

If you prefer to learn by doing, consider group learning activities in your area. NAP units and 
youth groups provide plenty of opportunities to discuss meeting challenges, share experiences 
with others, and practice effective meeting procedures. Various divisions of NAP frequently 
provide parliamentary procedure classes that are open to the public, and vary by topic and 
location. 
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TAB 6:  ETHICS AND HANDLING DIFFICULT AND 
CONTROVERSIAL ISSUES 

STANDARDS OF GOOD PRACTICE 

In support of effective community college governance, the board believes: 
 

 That it derives its authority from the community, and that it must always act as an 
advocate on behalf of the entire community; 

 That it must clearly define and articulate its role; 

 That it is responsible for creating and maintaining a spirit of true cooperation and a 
mutually supportive relationship with its CEO; 

 That it always strives to differentiate between external and internal processes in the 
exercise of its authority; 

 That its trustee members should engage in a regular and ongoing process of in-service 
training and continuous improvement; 

 That its trustee members come to each meeting prepared and ready to debate issues 
fully and openly; 

 That its trustee members vote their conscience and support the decision or policy made; 

 That its behavior, and that of its members, exemplify ethical behavior and conduct that 
is above reproach; 

 That it endeavors to remain always accountable to the community; 

 That it honestly debates the issues affecting its community and speaks with one voice 
once a decision or policy is made. 
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ETHICS 

I. What Are “Ethics”? 

Ethics are established standards of right and wrong. Ethics are concerned with what one ought 
to do to fulfill one’s moral duty.  

There are two aspects to ethics: 

 Being able to determine what is right or wrong.  

 Acting on what is right and good rather than what is wrong.  

The latter aspect means that being ethical is more than understanding what the right thing is to 
do; it means that one must behave in an ethical manner - one must “walk the talk.” Actin 
ethically means doing what is right and good as well as avoiding what is wrong or bad. The 
failure to conduct oneself in an ethical way can be construed as being unethical.  

Ethics leads to a set of rules of conduct for specific situations. Ethics are a subset of values. The 
definition of values applies to things that are desired as well as what one ought to do, and can 
include such concepts as wealth, happiness, success, and fulfillment. Ethics define how a moral 
person should behave; values include other beliefs and attitudes that guide behavior.  

Using only a personal value system to guide behavior is not sufficient. Being ethical requires 
that decisions are based on ethical standards as well as being guided by one’s values. For 
instance, a person may hold a value that one religion or set of beliefs is superior to all others. 
That belief is a legitimate one for that person; however, persecuting or discriminating against 
others on that basis would be unethical—it would violate the ethics of respect, caring and 
fairness. Some values and moral concepts that define the “oughts” of behavior (such as those 
related to gambling, dress, music, and some sexual practices), while valid for some people, do 
not equate to core ethical standards, described below.  

  



 

109 
 

II. What Are Core Ethical Values?  

Two sets of core ethical values are described below, the first from Ethical Frontiers in Public 
Management, by Kathryn Denhardt; the second from the Josephson Institute.  

Public Service Ethics 
Denhardt identifies three major ethical values inherent in public service: honor, benevolence, 
and justice. All three contribute to the moral foundation of public service—doing good not for 
personal gain but for the satisfaction of contributing to society.  

Honor is having a strong sense of duty and pursuing good deeds as ends in themselves. Being 
honorable means having integrity, being honest and keeping commitments. Honorable trustees 
are committed to the public interest and to the principles of democracy. Promoting one's own 
interests at the district’s expense, engaging in manipulation, following hidden agendas and 
making power plays are not honorable or ethical.  

Benevolence is the disposition to do well and to promote the welfare of others. Public 
education is a benevolent act. Through providing for the education of others, the public welfare 
is improved. Benevolence as a trustee for a public institution involves seeking the common 
good, or the well-being, of the entire community. The common good is a higher standard than 
serving a particular constituency or interest, and involves aggregating many diverse interests in 
the community.  

Justice underlies fairness and regard for the rights of others. A commitment to justice asks 
public officials to be committed to respecting the dignity and worth of every member of 
society. They promote systems of laws and regulations that protect individual and group rights. 
Regard for the rights of others is a particularly important value in higher education, where 
diverse values and different ways of thinking are explored and discussed as part of the 
educational process.  

“Pillars of Character” 
Adapted from Making Ethical Decisions, www.josephsoninstitute.org. 

The Josephson Institute calls its core ethical values the “Six Pillars of Character”. They are 
trustworthiness, respect, responsibility, fairness, caring and citizenship. Using these six values 
as filters or guides helps ensure that our decisions are based on ethical principles. Using all six 
helps ensure we do not sacrifice one value for another.  

Trustworthiness. When we are trustworthy, people believe in us. Being trustworthy requires 
honesty, integrity, reliability and loyalty. Being honest means we are sincere, truthful, 
straightforward, and avoid deception. It does not mean, however, violating confidentiality or 
being uncivil. Integrity refers to “wholeness.” A person who has integrity is consistent in 
decision-making and behavior, and firmly adheres to a code of ethics or values. Reliability 
means we keep our promises. If we commit to a task, we follow through. This is one of the 

http://www.josephsoninstitute.org/
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reasons why it is important to avoid making commitments to people prior to the public 
discussion in a board meeting on an issue: the discussions may identify issues that affect 
trustee positions on an issue. Loyalty means protecting and promoting the interests of certain 
people, a group or organization. As a trustee, the primary loyalty is to the college and the public 
good—loyalty to friends and single interest groups is subordinate. The duty of loyalty also 
means maintaining the confidentiality of confidential information.  

Respect. The second “pillar of character” is respect. It includes civility, courtesy, decency, 
autonomy, and tolerance. Civility and courtesy are particularly important when engaging in 
discussions with other trustees and the president when we disagree with them. Autonomy 
means that we do not try to live others’ lives for them. Tolerance means we accept others’ 
perspectives and judge others only on their core ethical values.  

Responsibility. Responsibility means being willing to make decisions and choices and to be 
accountable for them. Responsible people do not shift the blame to others. Responsibility 
means doing the best one can, and being diligent, careful, prepared, and informed. It means 
persevering, following through, and finishing tasks that one commits to. Responsibility also 
involves self-restraint, prudence and recognizing the importance to set a good example. A 
responsible trustee recognizes that there are some limits on being able to say whatever one 
wants to, because people look to them as representatives of the college.  

Fairness. The fourth pillar, fairness, involves equality, impartiality, openness and using due 
process. People say that “life is unfair,” and to be sure, it can be very difficult to define what’s 
fair in a way that all would agree. Exhibiting fairness involves using open and impartial process 
for gathering and evaluating information, so that even those who disagree with a decision can 
understand how it was made. It means seeking equity and avoiding favoritism or prejudice.  

Caring. Caring means that we are genuinely concerned about the welfare of others. We are 
benevolent. Trustees are often asked to care about many different people-community 
members, students, faculty and others. As public officials, we care about the common good and 
welfare of the community. Sometimes, supporting the welfare of one group of people may 
mean making a decision that is perceived as not beneficial to others. Because we care about 
other people, we care about being ethical, about being respectful, responsible and trustworthy.  

Citizenship. The last “pillar” is citizenship, which involves how we behave as part of a 
community. Ethical citizens obey laws, contribute to the community through service and 
leadership, and protect the environment. Citizenship is concerned with the future health and 
welfare of society. Trusteeship is an expression of civic leadership, and the ethics of trusteeship 
reflect good citizenship practices.  
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III. Why Should Boards Adopt a Code of Ethics or Standards of Practice?  

Trusteeship brings with it certain responsibilities and expectations. Some of these are related to 
what is ethical and appropriate behavior for public officials. The public expects its leaders and 
representatives to uphold high standards in the performance of their duties.  

Codes of ethics (or “standards of practice” as they are sometimes called) define specific 
expectations for board members. It is important for boards to clarify for themselves what 
behavior is appropriate. It is not enough to assume that because something is legal, it is ethical, 
or that everyone knows how they are supposed to act as board members the minute they are 
elected or appointed to the position.  

At least two regional accrediting commissions require boards of trustees to have a code of 
ethics: the Western Association’s Accrediting Commission for Junior and Community Colleges, 
and the Northwest Association. During the re-accreditation process, institutions in those 
regions are evaluated on whether or not the board has a code of ethics.  
 
The process of developing, adopting, and reviewing adherence to codes of ethics involves 
boards in very substantive discussions of what is expected of board members. These 
discussions are instrumental in strengthening boardsmanship and enhance the ability of the 
board to effectively lead and set an example for the institution. The development and adoption 
of a code of ethics strengthens boards.  

IV. What Ethical Concepts Might Boards Address? 

Codes of ethics, which are also called standards of practice, codes of conduct or standards for 
excellence, cover three general areas.  

 Promoting the public trust. 

 Roles and responsibilities of trustees and governing board  

 How trustees should treat others and conduct themselves? 

Promoting the Public Trust 

Represent the common good. Trusteeship is an expression of civic leadership. Governing 
boards derive their authority from, and are accountable to, the community as a whole. As 
public officials, trustees fulfill the core value of responsibility to society by acting on behalf of 
the entire community. They express the value of benevolence by seeking well-being of the 
entire community. They represent the interests of the community in their board decisions.  

Considering special interests. Single and special interest groups play an important part in 
representing various segments of our diverse society, such as political parties, racial and ethnic 
groups, employee associations, religious groups, neighborhood associations, and taxpayer 
groups. While all of these interests are important, trustees must remember that the first and 
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foremost obligation of every trustee is to represent the general interests of the College’s 
service area. Ethical behavior involves being aware of a wide variety of public and community 
needs, and integrating them into the interests of the whole.  

Open meetings. Most states have laws that address open meetings for public governing boards. 
Part of the responsibility of public service is that issues affecting the public are shared and 
debated in public. Doing so promotes trustworthiness and reliability. College boards may hold 
executive or closed sessions to protect the rights of personnel and the college; respect for the 
rights of others means that ethical trustees do not reveal discussions in those sessions.  

Conflicts of interest/personal gain. Public service as a trustee is intended to benefit the College 
and the community, not the individual trustee or his or her relatives and friends. Preventing 
trustees from abrogating this responsibility is why many states have laws that define conflicts 
of interests for public officials. The laws may prohibit trustees from making decisions that 
would benefit their income, personal investments and businesses owned by the trustee or 
family members. Trustees should review the specific implications of those laws and regulations 
to ensure they avoid problems.  

Beyond legal implications, trustees should be aware of activities that create the perception of 
favoritism or personal gain. Examples of potential problem areas are preferential treatment of 
other trustees or college staff, selectively sharing information with only certain people, or 
informally steering business to or seeking to have friends hired. Public perceptions that board 
members are furthering their own interests rather than those of the district harm the College. 
Being sensitive to situations for potential conflicts and understanding their negative impact will 
help avoid problems. 

Roles and Responsibilities of Trustees and Governing Boards 

Student success. The college’s purpose is to educate students and produce people who 
contribute to society. Boards should expect their members to uphold the welfare and success 
of students as a primary concern.  

Quality of education. In order to fulfill the trust granted them by being appointing or elected, 
ethical boards spend a significant amount of time identifying and discussing the results of the 
College’s educational program. Through establishing broad outcome goals and monitoring 
progress, boards ensure the Colleges contribute to society. Boards may wish to have an ethical 
standard that they focus on educational goals in their meetings.  

Promoting the College. Ethical trustees promote and support the College in the community. 
They do not denigrate staff, programs or courses. They take advantage of opportunities to 
speak well of the College and advocate its interests to public officials and community leaders. 
They are interested in the College’s welfare and effectiveness, and expect the College to be the 
best it can be.  
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Board as a unit. One of the most basic tenets of effective trusteeship is the recognition that 
governing authority rests with the entire board, not with any individual trustee. As individuals, 
trustees have no authority to direct staff, determine programs and procedures or represent the 
college, and ethical trustees do not try to do so.  

The board’s voice is expressed through the policies and actions it takes in its official meetings. 
Once the board has decided on a policy or position, a trustee must be prepared to support it 
publicly. It is unethical to try to use authority independently from the board, to speak out 
against, or to try to sabotage a board decision.  

Making decisions; making policy. Making ethical decisions means applying core values in 
decision-making. Making good decisions also means seeking and considering all available facts 
and perspectives. It means studying and asking questions to clarify board agenda materials. 
Being ethical and responsible to the public means not making any promises about how one will 
vote prior to discussions at open meetings.  

Delegation. Board responsibilities include establishing policies that direct the operations of the 
College and assuring that the College performs according to policies. Ethical trustees engage 
wisely in policy making and respect the delegation of authority to the chief executive to 
administer the College.  

Micromanagement. One of the most sensitive areas facing trustees is the difference between 
their policy role and the roles of the college staff. Trustees set broad policy direction and 
monitor adherence to policy. Problems occur when trustees become involved in the day-to-day 
operations and try to second-guess or direct staff activities. Although often well intentioned, 
these trustees are performing acts that are both harmful to the College and to the office of the 
chief executive.  

Board/CEO Relationship. Respect, reliability, trustworthiness and justice are all key values in 
the board/CEO relationship. Specific ethical practices include committing to: 

 Thoughtful, thorough CEO search processes  

 Open and clear communication (including “no surprises”)  

 Clear delegation, expectations and direction  

 Support for the CEO  

Communications with staff and students. The board and CEO should discuss and reach 
agreement on protocols for trustee contact with other college administrators, faculty and 
classified staff members. Ethical trustees support the authority of the CEO position and respect 
established lines of communication.  

Student and employee complaints to trustees should be referred directly through appropriate 
channels or to the chief executive officer. Every community college has, or should have, 
procedures that allow student and employee grievances.  
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Communicating with community members and media. A code of ethics may include 
statements about protocols for communicating with community members and media 
personnel. The protocols usually state that individual trustees do not speak for the board unless 
specifically delegated to do so, and that they refer and/or follow up with community members 
through appropriate channels. These protocols ensure reliability of information, and respect 
the board as a unit and the roles of those designated as spokespeople for the College.  

Compensation and expenses. Trustees should accurately account for their expenses and follow 
local protocols and laws about receiving compensation of any kind. There should be 
appropriate reimbursement criteria and procedures, which define fair reimbursement for 
trustee expenses. Ethical trustees always ask themselves if their expenses are authorized, 
legitimate, direct and reasonable. 

How Trustees Should Treat Others and Conduct Themselves? 

Open communication. All board members, as well as the CEO, are responsible for maintaining 
an open, cooperative environment and promoting a free exchange of information at the board 
meetings. Trustee deliberations are characterized by fairness, including an open and impartial 
process for gathering and evaluating information. Trustees are honest and straightforward in 
civil and respectful ways.  

Function as a team member. Being a good board member requires the ability to function as 
part of a team. Board members differ in personality, motivation, knowledge, attitude, 
experience, background, community stature, and capability. Differing points of view help 
develop alternatives, stimulate the imagination, and lead to creative solutions. Being open to, 
and respectful of, other members' viewpoints are skills that are necessary to reach consensus. 
Trustees often bring specialized knowledge to the board by virtue of their backgrounds and 
professions. However trustees are not on the board to be "experts" in their fields - they are 
there to represent broad community interests and do not play other roles while acting as a 
trustee.  

Maintaining confidentiality. While most of what the board does is public, an important aspect 
of trustee ethics is maintaining confidentiality about issues discussed in closed session. 
Violating confidentiality occurs when individuals share closed session information, such as 
informing the union of the collective bargaining positions, leaking information to the media or 
discussing private personnel information.  

Consideration for others. An important consideration in maintaining harmonious operations is 
to respect fellow board members' opinions and those of other stakeholders. Remaining 
courteous and open-minded and treating others with honesty, decency, and mutual respect are 
characteristic of ethical trustees. Avoiding bitter arguments and using courteous, non-
inflammatory language at board meetings help create an atmosphere for solving problems and 
provides a good example for college employees and community members. Criticizing or 
belittling other trustees hurts the reputation of the entire board.  
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Commitment. Commitment relates to the core ethical value of responsibility, which requires 
trustees to devote time and attention to the position. There is a great deal to learn about the 
role of trustees and the governing board, the colleges, and educational issues and trends. This 
learning requires much effort and thought. Learning occurs through reading, studying agendas 
and other resource materials, engaging in study sessions and discussions and conference 
attendance.  

V. Four Questions to Ask Yourself 

To help determine ethical behavior, ask: 

1. Am I doing to others what I would want done to me?  

2. Would I mind seeing what I am doing on the front page of a newspaper?  

3. Am I comfortable with members of my family knowing what I am doing?  

4. Do I want to encourage employees and students to do this?  

VI. Developing A Code of Ethics 

Developing a code of ethics engages all trustees and the CEO in discussions of ethical concepts. 
The best format for these discussions is a board retreat or workshop, which can be facilitated 
by an outside consultant to allow all trustees to engage in discussions.  

Steps in the process might include a discussion of the concepts presented on this website or 
provided by consultants. Participants would be invited to define what they think is ethical 
behavior for their particular board. They discuss and agree on what the general expectations 
are for the board members and the CEO working together. They may develop their own 
language or use the worksheets provided on this website or ACCT’s Model Code of Ethics, as 
well as Standards of Good Practice.  

The models and samples provided on this site are designed to be the basis of discussion. 
However a code of ethics has more meaning if it is understood and accepted by all. Therefore 
we do not recommend simply adopting a model statement or someone else’s code of ethics. 
Much of the benefit of a code of ethics derives from the discussion that goes into developing 
one that fits the board.  

After the discussion, the code of ethics should be adopted by the board in a public meeting and 
incorporated into board policy.  

 

 

http://www.acct.org/resources/centerstandards/


 

116 
 

VII. Using A Code of Ethics 

Codes of ethics are: 

 Good resources when there are questions about specific situations or behaviors.  
o Useful tools to orient new trustees to their responsibilities.  
o Excellent criteria for board self-evaluations. 
o Valuable discussion items for a board retreat.  

Periodically reviewing the code helps keep it current, useful and relevant to the board. 

VIII. What Happens When Boards or Trustees Are Not Ethical? 

Questionable or unethical behavior by a trustee or by the board hurts the College, and its 
reputation suffers. Trustees have harmed the very thing—the institution—that they were 
supposed to protect.  

Time and energy is wasted addressing the behavior in question; time better spent ensuring 
students are educated. Community members, college employees and students lose respect. 
College employees and students may lower their own standards for ethical behavior based on 
the message they are receiving from the board. Community members and politicians may be 
less likely to support the College, including funding, if they believe that the board does not act 
with integrity and with the best interests of the College and community in mind.  

IX. Ethical Dilemmas and Challenges  

We all believe that we are ethical people. In fact, each of us probably believes we are more 
ethical than most other people. However it is not possible for everyone to be more ethical than 
everyone else. So, even though we may have the best intentions in the world, even the most 
conscientious people rationalize their behavior. And there are times when making a decision 
that incorporates some ethical values may violate others. A few common challenges and 
dilemmas are:  

‘It’s for a good cause,’ or ‘The end justifies the means.’ It is tempting to take short cuts in 
decision-making when the end result will be a good thing. For instance hiring a person or 
awarding a contract without giving other people a chance to apply for the job or bid for the 
contract may reduce the time and money that is spent making the decision. However not being 
open about the process violates other public service and civic leadership ethics, including being 
trustworthy, open and fair. The public trust is a tenuous thing, and the public will quickly lose 
faith if it suspects unfair means.  

Multiple loyalties. Many trustees feel a reasonable obligation to promote the interests of 
special interest groups (community leaders, neighborhoods, businesses, faculty, ethnic and 
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religious groups, etc.), and those who supported their election or appointment to the position. 
Loyalty is an ethical value. However as a trustee, the primary loyalty is to the College and the 
public good—loyalty to friends and single interest groups is subordinate. The obligation can 
become unethical when it extends to making sure that a special interest benefits at the expense 
of other groups.  

Concealment. We’ve all avoided giving negative feedback or expressing opinions that others 
won’t like because we care about people’s feelings or we don’t want to offend others. 
However, not being honest is disrespectful—the key is to share negative information or 
disagree with others in ways that still communicate respect. Alternatively, it is unethical to use 
one’s position to bully others or misuse information that will harm the College and other 
trustees. Publicly criticizing college staff, programs and other trustees abrogates the 
responsibility to protect the assets of the College. Criticisms and concerns should be shared in 
the appropriate problem-solving venue.  

No one will know. We may excuse behavior that might not meet ethical standards because “no 
one will be hurt.” Using the stature of the position to influence staff, asking for special favors or 
perks or sharing confidential information may seem easy and harmless, but the ethic of 
trustworthiness is violated.  

Everybody’s doing it. Others acting in unethical ways is not permission for unethical behavior. 
Some organizational and group practices or systems may be so ingrained that they seem 
acceptable even if they are ethically questionable. Ethical trustees will always evaluate behavior 
against the board’s ethical code.  
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CASE STUDY: ETHICAL DILEMMA 

Ronald Willis had just finished having a long and difficult conversation with Jay Maker, the 
President of the New Horizons State Community and Technical College System. He needed to 
figure out what to do. He was feeling both frustrated and confused about the conversation and 
the problem that had just been dropped in his lap. Willis was coming to the end of his term as 
chair of the board. He was ready to hand over the leadership to another board member. One 
option was to do nothing and let the next chair of the board handle the situation.   

 
President Maker had informed him that Richard Duke was using his position on the Board to 
influence the awarding of construction contracts to his company. The Board and the community 
fought long and hard to obtain support from the state to build a southern campus to serve that 
region of the state.  This was a very important victory for the board.  All of the Board members 
had dedicated themselves to the success of this project, but none had worked as hard as 
Richard.   
 
Richard’s construction company was located in the state’s southern region and his family has 
lived there for over 100 years.  His great-grandfather was one of the early pioneers who helped 
clear the land. His grandfather provided the leadership and resources to build the first hospital 
and library for the region. His father headed the first state bank and his mother founded 
numerous organizations dedicated to serving disadvantaged youth. Richard Duke and Ronald 
Willis were life-long friends and had been roommates at the state university.  
 
The downturn in the economy had hit the construction industry hard. Ronald knew that 
Richard’s company desperately needed this project. The region would suffer a blow and many 
local citizens would lose their jobs if Richard’s company declared bankruptcy. 
 
Ronald Willis knew that he would spend most of the night agonizing over this problem. He 
asked himself, “Is there anything in the board policy handbook that can provide some 
guidance?” 
 

1. Should Ronald Willis give serious consideration to helping Richard Duke? Why or why 
not? 

 
2. What steps should Richard Duke take? 

 
3. What could be the ramifications if this information becomes public? 

 
4. Is there any need to consult with legal counsel? 
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DIFFICULT AND CONTROVERSIAL ISSUES 

In the life of the board you will face difficult, controversial issues.   
 
Major conflicts that a board may confront: 

 Disagreement over policy 

 Financial exigency 

 Program elimination 

 Vote of no confidence 

 Board conflict 
 
All require different strategies. 
 

Dealing with Conflict 

Conflict occurs when individuals or groups are not obtaining what they need or want and are 
seeking their own self-interest. Sometimes the individual is not aware of the need and 
unconsciously starts to act out. Other times, the individual is very aware of what he or she 
wants and actively works at achieving the goal. 
 
About conflict: 

 Conflict is inevitable;  

 Conflict develops because we are dealing with people’s lives, jobs, children, pride, self-
concept, ego and sense of mission or purpose;  

 Early indicators of conflict can be recognized;  

 There are strategies for resolution that are available and DO work;  

 Although inevitable, conflict can be minimized, diverted and/or resolved.  
 
Beginnings of conflict: 

 Poor communication  

 Seeking power  

 Dissatisfaction with management style  

 Weak leadership  

 Lack of openness  

 Change in leadership  

Conflict indicators: 

 Body language  

 Disagreements, regardless of issue  

 Withholding bad news  

 Surprises  

 Strong public statements  

 Airing disagreements through media  
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 Conflicts in value system  

 Desire for power  

 Increasing lack of respect  

 Open disagreement  

 Lack of candor on budget problems or other sensitive issues  

 Lack of clear goals  

 No discussion of progress, failure relative to goals, failure to evaluate the 
superintendent fairly, thoroughly or at all.  

 
Conflict is destructive when it: 

 Takes attention away from other important activities  

 Undermines morale  

 Polarizes people and groups, reducing cooperation  

 Increases or sharpens differences  

 Leads to irresponsible and harmful behavior, such as fighting or name-calling  
 
Conflict is constructive when it: 

 Results in clarification of important problems and issues  

 Results in solutions to problems  

 Involves people in resolving issues important to them  

 Causes authentic communication  

 Helps release emotion, anxiety, and stress  

 Builds cooperation among people through learning more about each other  

 Helps individuals develop understanding and skills  
 
Techniques for avoiding and/or resolving board-president conflict: 

 Meet conflict head on  

 Set goals  

 Plan for and communicate frequently  

 Be honest about concerns  

 Agree to disagree - understand healthy disagreement builds better decisions  

 Get individual ego out of management style  

 Let your team create - people will support what they help create  

 Discuss differences in values openly  

 Continually stress the importance of following policy  

 Communicate honestly - avoid playing “gotcha” type games  

 Provide more data and information than is needed  

 Develop a sound management system  
Causes of board-president conflict: 
How does a college board cause conflict with a president? 

 Trying to be administrators  

 Overstepping authority  
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 Making promises as board members individually  

 Involving themselves in labor relations or budgetary minutia  

 Not doing their “homework” and failing to prepare for meetings  

 Not following procedures for handling complaints  

 Not keeping executive session information confidential  

 Failing to act on sensitive issues  

 Failing to be open and honest with the superintendent  

 Making decisions based on preconceived notions  

 Not supporting the president - lack of loyalty  

 Springing surprises at meetings  

 Having hidden agendas  
 
How does a president cause conflict with a college board? 

 Not treating board members alike  

 Not informing the board members of public concerns  

 Not providing adequate financial data or adequate information  

 Using poor public management practices  

 Making public statements before informing the board  

 Failing to be open and honest with the board  

 Not providing alternatives in an objective manner  

 Not adjusting to the new reality of an involved board  

 Not supporting the board - lack of loyalty  

 Springing surprises at meetings  

 Having hidden agendas  
 
Elements of strong board-president partnerships: 

 Full disclosure  

 Frequent two-way communication  

 Careful planning  

 Informal interaction  

 Periodic evaluation  

 Mutual support  
 

Courageous decision controversies:  
The controversies usually involve: 

 Changes in the way “we’ve always done things”  

 Notions of fundamental values  

 Determined, articulate advocates for every side  

 Inability to compromise  

 Rampant rumors  

 Threats of retaliation at the polls at the next bond, levy or school  

 Board election  
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Resolving Conflict 
Searching for the causes of conflict is essential to be successful in resolving the conflict. Nine 
possible causes of conflict include: 

 Conflict with self  

 Needs or wants are not being met  

 Values are being tested  

 Perceptions are being questioned  

 Assumptions are being made  

 Knowledge is minimal  

 Expectations are too high/too low  

 Personality, race, or gender differences are present  
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Four Approaches to Discussion and Decision Making 

 

 Consensus Approach 

 
Arriving at a decision that 100 percent of members agree with is not realistic. In this approach,  

 All members commit to the decision 

 Decisions may not be the member’s first choice, but at least they can agree to support it 
 

 Majority Vote Approach 

The majority vote meets the legal requirement for board action and the expectation is that all 
members vote their conscience and the majority rules. This approach is: 

 Followed by most boards 

 Efficient for most routine decisions 

 Less effective for weighty, controversial issues 
 

 Conflict or Confrontation Approach 

Conflict is typical of divided boards and teams.  Factions are likely to enlist public opinion and 
attention 
 

 Pluralistic Approach 

In this approach the chair or president often acts as advisor and the Board examines different 
opinions and looks at evidence. The discussions in this approach can be painful and 
confrontational as groups can be influenced by external constituencies.  

 Each member invited to have a say 

 Decisions often made by majority rule 

 Evidence based discussions air out differences in opinion and encourages dialogue 

 Results in putting forth “the will of the Board.” 
 

Some Thoughts on Consensus 

Small boards, as opposed to assembly gatherings and large groups, can blend consensus, 
pluralistic and majority approaches. 

Consensus, Pluralistic and Majority Approaches 

 All trustee voices are heard 

 Issues are stated from the individual’s perspective 

 Anyone has a chance to express feelings about the issue 



 

126 
 

 Those who continue to disagree state they are willing to support the action of the 
Board 

 All members are responsible for and must support the final decision 

Consensus Does Not Mean that: 

 There is a minority opinion 

 That the goal is to have a unanimous vote 

 The result is everyone’s first choice 

Reaching Consensus through Collaboration  

Groups often collaborate closely in order to reach consensus or agreement. The ability to use 
collaboration requires the recognition of and respect for everyone’s ideas, opinions, and 
suggestions. Consensus requires that each participant must agree on the point being discussed 
before it becomes a part of the decision. Not every point will meet with everyone’s complete 
approval. Unanimity is not the goal. The goal is to have individuals accept a point of view based 
on logic. When individuals can understand and accept the logic of a differing point of view, you 
must assume you have reached consensus. 

Follow these guidelines for reaching consensus: 

 Avoid arguing over individual ranking or position. Present a position as logically as 
possible.  

 Avoid “win-lose” statements. Discard the notion that someone must win.  

 Avoid changing of minds only in order to avoid conflict and to achieve harmony.  

 Avoid majority voting, averaging, bargaining, or coin flipping. These do not lead to 
consensus. Treat differences of opinion as indicative of incomplete sharing of 
relevant information and keep asking questions.  

 Keep the attitude that holding different views is both natural and healthy to a group.  

 View initial agreement as suspect. Explore the reasons underlying the apparent 
agreement and make sure that members have willingly agreed.  
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CASE STUDY: FORGETFUL BOARD MEMBER 

The board has a senior board member who has been experiencing health-related memory 
problems.  He has just been re-appointed by the Governor for a six-year term.   
 
Over the last year, he has increasingly asked for clarification and explanation of every agenda 
item, even those which were “information only.”  Consequently, the time required to complete 
a board meeting has grown from one and a half hours to four hours.     
 
At the last board meeting, frustrated by a four and a half hour meeting, a trustee lost his 
temper over the delays and told the senior board member to “be quiet and just sit there and 
listen.” 
 

1. How should the Chair handle the immediate situation? 

2. The state has an extremely limiting Open Meetings Act that allows only for labor 
contract negotiations and presidential evaluations to be discussed in executive session.  
Should the board discuss this issue and, if so, when and how? 

3. What should the Chair do to alleviate the problem in the future? 
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TIPS FOR TRANSFORMING CONFLICT 

Source:  Search for Common Ground 
1601 Connecticut Ave. NW | #200 Washington, DC 20009-1035  
Phone: (202) 265-4300 | E-mail: search@sfcg.org | Website: http://www.sfcg.org 

When conflicts arise, many of us automatically fall into adversarial ways of thinking—you vs. 
me. Doing so typically means there are winners and losers. However, in reality both sides 
usually lose something because the relationship is damaged and the problem is often not truly 
resolved.  

Most of us are aware that there is a more constructive way to deal with conflict. Typically called 
a win-win, collaborative or cooperative approach, it can be applied to all kinds of conflict, from 
small everyday disputes between individuals to large ones that divide communities. At Search 
for Common Ground, we call this strategy the common ground approach, where the parties 
involved understand and honor their differences and find a mutually beneficial agreement 
based on shared interests—their common ground.  

So, how do we move from an adversarial approach to a cooperative or “common ground” 
approach? By shifting our attitude and behavior—and with practice and experience. Here are a 
few tips that might help:  

1. Accept that conflicts are a natural part of life:  
There are seven billion people sharing resources and living together on this planet. 
Conflict is the natural result of differences in the world. We all have different needs and 
beliefs and we will always have conflicts. 

2. Treat conflict as an opportunity:  
Conflicts are neither positive nor negative in themselves. It is the way we deal with the 
situation and the other parties that determines the consequences. Conflicts don’t have 
to be destructive. Instead we can view conflict as an opportunity to grow, learn and 
improve relationships. 

3. Be aware of your initial reaction and take a deep breath:  
We all have automatic responses to conflict. We may want to run away, put up our 
defenses or dig in and fight. Our immediate responses depend on who is involved in the 
conflict and what it’s about. Instead of giving in to our initial impulse, it’s important to 
pause and think about our approach. 

4. Choose your approach:  
There are always choices in a conflict. Some conflicts are just not worth dealing with. In 
other cases, we may feel the best response may be to say “no.” But when the goal is to 
solve the problem in a positive way, a cooperative approach is the best option. We have 
a choice—between a win-lose approach, where we focus on each other as the problem, 
and a win-win approach, where we solve the problem together. 

5. Listen and learn:  
Conflicts are often based on stereotypes and lack of information. We need to find out 

mailto:search@sfcg.org
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more about each other—ask questions and listen until we truly understand each other’s 
point of view. We all want to be heard and understood. Truly hearing and being heard 
can actually transform a conflict. 

6. Discover what’s important:  
We tend to have disagreements over our positions—the way we see things or what we 
want. But we seldom talk about our interests and needs—the reasons why our positions 
are important to us. There is value in expressing our interests and needs honestly, and 
asking the other parties about theirs. Often there is some overlap in interests and 
needs—the common ground where we are likely to find solutions. 

7. Respect each other:  
Conflicts can be very emotional. Whatever happens, we must respect everyone’s 
dignity. A lasting agreement can only hold if the parties grow to trust one another. We 
need to take responsibility for our role in the conflict and stay away from blaming; it 
only creates resentment and anger. 

8. Find common ground:  
Finding common ground does not mean settling for the lowest common denominator. 
It’s about generating the highest. Often when people disagree, they meet in the middle 
and everyone has to compromise. Finding common ground is creating a new “highest 
common denominator.” It means identifying something we can all aspire to and work 
towards together. 

9. Be creative:  
There are always many different ways to solve a problem and meet a need. If there is 
trust and commitment, a solution is possible. The goal is to generate alternatives and 
make sure we address the deep issues, not just the superficial symptoms, so the conflict 
is less likely to recur. 

A final point... 
We each make a difference. Working together to find common ground is a learning experience 
for all involved. It takes courage to take this route because it is rarely the easy option, but 
ultimately it can be the most rewarding. By choosing to deal with conflict in a non-adversarial 
manner, we create a place where it is safe to disagree and contribute to transforming the way 
the world deals with conflict. 
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SAFEGUARDING YOUR INSTITUTION 

Navigating a campus disaster is a complex topic.  A webinar and corresponding toolkit of 
resources on campus crisis is available at www.trustee-education.org 
 

 
 

The Boards Role in a Crisis 
 

Crisis:  A significant & urgent threat to life, institutional operation or reputation 
 

The governing board has the responsibility to protect the college by: 

 Promoting the right policies 

 Having safeguards in place 

 Determining readiness of the administration 

 Sustaining a culture of preparedness 

 Lessen impact  

 Strengthen response 
 

 You always have the responsibility of protecting the students, staff, faculty and 
the reputation and infrastructure of the institution.  
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NO CONFIDENCE:  WHEN THINGS GO WRONG 

The board has a role in navigating difficult times. A vote of no confidence is a tricky situation 
that requires a strong board to ensure that things at the institution continue to run as smoothly 
as possible. The following articles offer guidance to boards when the faculty has issued a vote 
of no confidence in the President. 
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The Faculty has Voted No Confidence in Your President: Now What 
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A Guide to Board Leadership During a Vote of No Confidence: Part II 
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Do External Forces Influence the Vote of No Confidence? 
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TAB 7:  PRESIDENTIAL EVALUATION 

 
A thorough and formal evaluation of the president provides an opportunity for the board to 
take stock of the significant contributions being made by the president to the wellbeing of the 
College. It helps both parties to establish a learning agenda around emerging issues and needs, 
and strengthen the board/president relationship.  A mutually agreeable evaluation process 
creates a proactive forum where the leadership needs of the institution, and the leadership role 
for the board and president, can be considered.   
 
Boards dedicated to the continuous renewal of their college’s stewardship find that annual 
evaluation of the president is a healthy process that benefits all stakeholders. 
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WHAT DO YOU KNOW ABOUT YOUR 

PRESIDENT’S CONTRACT? 

 
When did you last review your president’s contract? 
 
Do you know how your president’s compensation compares 
to presidents at other similar institutions? 
 
Who develops the president contract? 
 

 What is the role of the Board Chair? 
 

 How do you make compensation decisions? 
 

 Is the entire board involved in discussions and   
decisions? 

 

 What is the role of your legal counsel? 
 

 Does your president have his/her attorney review 
the contract? 

 
What do you think is the most important benefit (in 
addition to salary) you might offer your president?  (for 
example: housing allowance, sabbatical leave, post-
retirement benefits) 
 
How do you evaluate the performance of your president? 
 
Do you set goals and objectives with your president?  
 
How do you know your president is an effective leader?  
  

Your President’s Contract 
Things to Consider 

 
Term of appointment 
Initial term 
Process for extending agreements 
 
Compensation package 
Base salary 
Auto, residence, insurance 
Technology 
Entertainment, club memberships 
Professional development/leave 
Retirement benefits 
 
Performance review 
Timing 
Goals and/or objectives 
Self-assessment /accomplishments 
 
Termination 
Circumstances 
Compensation 
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PRESIDENTIAL EVALUATION 

Evaluation: How to define the evaluation components? 
Critical Responsibilities of the Board 

 
How colleges and systems handle evaluation and self-assessment? 
Goal: How to Support the President and Make Evaluation a Rewarding Experience 
 
An Effective Presidential Evaluation Process is a Prudent Investment 

• CEO contract –Any parameters or expectations?        
• Timeline – How often? 
• Process – Who should be involved? 
• Instrument and documentation – Data and documentation 
• Discussion and consensus – Sharing information 
• Formal agreements and next steps 

 
Get Your Bearings 
What do you need to know to design an effective evaluation process? 
 
Outcomes! 

•  Stronger relationship 
•  Board Members more supportive! 
•  Presidents and Board working as a team! 

 
Plan the Process 

 Study how other colleges conduct presidential evaluations 

 Involve the president and all board members 

 Focus on priorities 

 Cover as many different topics as you can. 
 
What criteria should we use? 

 Community Representation Policy Implementation Board–CEO Relations College 
Operations 

 Monitor Institutional Performance 

 Fundraising 

 Communication 

 External and internal relationships 
 
How do we design an instrument? 
Performance: Excellent Good Adequate Marginal Poor 
(To get numerical averages, respondents might be asked to rate the statement according to a 
scale) 
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Board–CEO Relations 
• The board and CEO have a positive, cooperative relationship. 
• A climate of mutual trust and respect exists between the board and CEO. 
• The board sets clear expectations for the CEO. 
• The CEO’s job description is current and accurate. 
• The board provides a high level of support to the chief executive. 
• The board maintains open communication with the CEO. 

 
Open Ended Questions 
An evaluation instrument may be designed with space for general comments under each item or 
at the end of each section of the form. Some general questions include: 

 What are the president’s greatest strengths? 

 What are the major accomplishments of the president in the past year? 

 What are areas in which the president could improve? 
 
Strengthen and Build the Relationship 

 Get to know the expectation of all board members and the president 

 Take advantage of  what others have learned 

 Be clear on expectations and time frame 
 
Reward and Celebrate 
 

The focus should be: 
 

Turning a Good Team into a Great Team! 
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Case Study:  Presidential Evaluation 

In December, the board adopted an Annual Board Calendar which included a 
presidential evaluation in May. The Chair believes that it is not necessary to 
evaluate the president. He is obviously doing a great job and board members are 
sufficiently well informed. Therefore, the Board does not need to conduct an 
evaluation. 
 

1. What should the president do? 
 

2. What should the board do? 
 

3. Is the Board meeting its contractual responsibility? 
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ACCT’s Presidential Evaluation Services 

What should be the goals of the evaluation process? 

 

 Assessment of the most recent performance of the President to serve as a mechanism 
for constructive consideration of strengths and weaknesses 

 Encouragement for the president to recognize superior performance and the need for 
constant improvement  

 Enhancement of board/CEO relationship and their unique leadership partnership 

 Establishment of goals and priorities for next period 

 Set standards and heightened morale on campus by setting an example   
 

Why is conducting a presidential evaluation an important board responsibility? 

There is greater demand being put on the leadership role of the board. Boards are increasingly 
expected to work in partnership with the president to raise money, approve long-range 
planning, actively seek political and civic support for the college, manage communication with 
the media and preserve institutional autonomy as political pressure and demands increase.  
Good evaluations provide a mechanism for the board to provide guidance and to establish 
presidential goals and priorities. 
 

How can ACCT be of assistance? 

ACCT’s role is to give encouragement and constructive and impartial advice to boards and 
presidents as they strive to best serve their institutions, grow professionally and communicate 
effectively.  We help the board design the evaluation process and assist by providing 
confidential staff support to the board and president.   
 
ACCT’s innovative process: 

 Guarantees confidentiality and integrity.  

 Coordinates a fair and impartial process to distribute and tabulate quantitative and 
qualitative data from trustees and the president. 

 Analyzes assessment data and identifies areas of strength and concern for boards and 
presidents. 

 Provides impartial and fair reporting.  

 Includes a summary report of findings prepared and presented to the board with our 
written recommendations/comments.  

 Sets the stage for strategic improvements and establishing performance goals. 

 Facilitates a customized board retreat to present the summary report. 

 Provides the board and president an opportunity to engage in constructive dialog on 
how to close the “gaps” between expectations and performance, defines a base line for 
future assessment, and sets a timeline for the next evaluation cycle. 
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Testimony from one of our trustees: 
 

“The process and service provided by ACCT is an outstanding and efficient means 
to handle our yearly evaluation for both our President and Self Evaluation of the 
Board.  The electronic format is quick and easy to complete.   
 
By far the best feature with this technology is that trustees were able to 
complete their forms no matter where they were (some were out of state on 
business) and submit them in a timely fashion.  As the Chairman of the HR 
Committee I was able to receive all evaluations and quickly transmit all forms to 
ACCT with a few clicks of my mouse!  It was absolutely painless! It sure beats 
flipping through multiple forms and manually tabulating answers, which is very 
time consuming! “ 
 
Alicia Hupp, Trustee & HR Chair, Clark State Community College, 2006 

 

Methodology 

 
Designing and Implementing the Evaluation Process  
 
1. ACCT will provide the board with materials to introduce the evaluation process and help it 
design a survey instrument(s) that most suits its needs and concerns. This may just be a draft 
survey, as the board and president may want to review and make changes. 
 
2. ACCT will communicate directly with all trustees and the president to “fine tune” the survey 
instrument. 
 
3. ACCT will coordinate the distribution of the surveys and insure a confidential, fair and 
balanced process.  
 
4. ACCT will tabulate the results and prepare a confidential summary report to be discussed by 
the full board with the president. 
 
5a. ACCT can facilitate a retreat for the board and president to review the summary data and 
open the dialogue between the trustees and president to discuss the findings. 
 
OR 
 
5b. ACCT can prepare the board to interpret data and reach consensus before meeting to 
review the findings with the president. 
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6. ACCT will assist the board in preparing a letter for the president confirming their agreed goals 
and priorities for the next review period. 
 
Results:  

 This process will energize the board and president, and an informed dialogue can move 
everyone to a higher level.  

 The college’s stakeholders will have confidence that the process has been impartial and 
the results productive.  

 Goals can be set based on survey results and discussions. 

Components of a Comprehensive Presidential Evaluation Process 

President prepares written reports for submission: 

 President’s self-assessment of performance based on annual goals, strategic initiatives 
and priorities previously established jointly by the president and board. 

 State of the College – summary status report on the College based on key indicators 
such as enrollment, fundraising, overall functioning and stability of the institution, status 
of strategic plans, financial health, etc. 

 
Trustees define and complete: 

 Performance review criteria such as: 
o Leadership on campus and in the community 
o Communication with the board 
o Representation of the College 
o Administrative and management skills 
o Fiscal management 
o Personal attributes, including trust and integrity 

 Survey form on president’s performance. 
 
Retreat: 

 Board to meet and discuss the summary findings from the completed surveys on 
the president’s performance  

 Board discusses accomplishments and items needing further attention by the 
president and board  

 President discusses self-evaluation, State of the College and summary report with 
the board 

 Board and president set goals and priorities, and the time frame for the next 
evaluation process 

 Preparation of formal communication to be reviewed by board and presented to 
the president 
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Summary Description of Service 

Preparation, Administration and Analysis of Data: 
1. Survey instruments customized to fit the desires and needs of the board and president. 
2. Design of instruments and process for gathering data from individual trustees.  Accuracy 

is critical. 
3. Distribution and administration of surveys. 
4. Collection and tabulation of responses. 
5. Preparation of confidential reports 
6. Review findings and recommendations with board and president by conference call. 

 
On-site Presentation of Reports 
 
Facilitation of review and discussion 
Presentation of findings by ACCT retreat consultant. 

Recommendations 

 Open constructive dialog to frame recommendations and expectations for the next 
review period 

 Defining next steps 

 Preparation of formal communication and records to insure follow-up 
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TAB 8:  FISCAL ENVIRONMENT 

Community college governing boards are aware that they have to identify new sources of 
funding to meet the needs of their institutions, students, and community.   

COMMUNITY COLLEGE FINANCIAL PROCESS 
Adapted from “Understanding Financial Documents and Capitol Projects” by Melissa Hopp, Vice President of 
Administration Services, Community College of Baltimore County on February 13, 2011.  
 

     

 

 

 

Develop 
the 

Budget 
FY 1 Implement FY 2 Audit FY 3 

Develop 
the 

Budget 
FY 2 Implement FY 3 Audit FY 4 

Develop 
the 

Budget 
FY 3 Implement FY 4 Audit FY 5 

Multi Year 
Strategic Plan 
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AUDIT AS THE REPORT CARD 

Source: “Understanding Financial Documents and Capitol Projects” by Melissa Hopp, Vice 
President of Administration Services, Community College of Baltimore County.  
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FUNDRAISING VEHICLES 

Community College boards have become much more involved in seeking alternative revenue 
sources through fundraising than ever before. 
 

 Annual Fund 

 Capital and Major Gift Campaigns 

 Planned Giving 

 Special Events 

 Corporate Giving 

 Foundation Giving 

 Federal and State Grants  

 Developing Business and Community Partnerships 

 Working with the Legislature 

 Endowment Funding  

 The College Foundation: Fund-raising and Friend-raising 

BOARD MEMBERS ROLES IN ADVANCEMENT 

The trustee board and each individual trustee must understand the process of institutional 
advancement and their potential, both collectively and individually, to assist their institutions in 
this critical endeavor.  Board involvement in fundraising is not an option, it is a necessity. 
 
The role of the trustee in institutional advancement is one of the most conflicted, confusing, 
and controversial aspects of board membership.  This is largely because the board member has 
at least two distinct responsibilities when it comes to helping the institution raise funds. One 
the one hand, the board has a policy-level responsibility to oversee the advancement function.  
In that role the boards should approve fund development plans and goals and define the 
relationship between the trustee board and the intuitions foundation and foundation board.  
On the other hand, each trustee has an individual responsibly and a unique opportunity to 
advance the college’s fund development efforts through his or her own work as a contributor 
fundraiser, and supporter. 
 

 Involvement 

 Recognition of the Need to Change 

 Invest in Advancement 

 Support the President and Allow time for Development Activities 

 Integrate Advancement Efforts 

 Insist on appropriate planning and evaluation 

 Three Roles 
o Contributor – Model Behavior of Giving 
o Supporter – Put the College’s best foot forward 
o Fundraiser – Participate in Solicitation when asked 
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 “Institutions cannot simply cut the budget to institutional prosperity.” 
 
Source: 
The Trustees Role in Fundraising: From Arm’s-Length to Knee-Deep  
Published by Association of Community College Trustees, 2008 
To order copies contact ACCT at 202.775.4667 or www.acct.org 
 

  

http://www.acct.org/
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CASE STUDY:  FINANCIAL CRISIS 

Adapted from ‘Weathering the Storm’ by Tony Zeiss in The Leadership Dialogues: Community 
College Case Studies to Consider, Lawrence W. Tyree, Mark David Milliron and Gerardo E. de los 
Santos editors, League for Innovation in Community Colleges. 
 
A multi-campus, comprehensive community college serves about 55,000 individuals each year 
in its credit and non-credit offerings.  The college receives its funding from state and county. 
The legislature sets tuition rates and the college is obligated to give tuition revenue directly to 
the state. All student fees are also set by the state but the college is allowed to retain fee 
dollars for specific purposes. 
 
The weak economy has impacted this open-door college. State revenues were declining and all 
other sources of income were down. The state announced a 25% reduction in public funding. 
The local job market was weakened significantly increasing the demand for training and re-
training services.  
 
The president, his administrative team and the board of trustees faced a critical challenge.  How 
could the college maintain an open-door admissions policy when it no longer could afford to 
serve all those students?  On campus, the faculty and staff worried about their jobs, programs 
were in danger, and vendors complained about late payments.  
 
To maintain quality education and teachers and to keep access open were two of the most 
revered values of the institution and both were in jeopardy.  
 
Questions to Consider 

1. Should the president initiate a reduction in force and eliminate all services that do not 
generate revenue? If so, what effect would that have on employees and students? 

2. Should the president search for efficiencies, close a campus, reduce course offerings? If 
so, what effect would this have on students and the community? 

3. Should the president prune the programs and courses and hold tight for the economy to 
improve? If so, how would this affect the students, college and community?  

4. Should the president search for new revenue streams? If so how should s/he go about 
it? 

 
 
 

 ”There is always enough money to do what is most important.” 
  Byron McClenney 
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CASE STUDY: THE FINANCIAL CONUNDRUM:  SACRIFICING AFFORDABILITY 
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CASE STUDY: ESTABLISHING BUDGET TRANSPARENCY AT THE COAST  
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TAB 9:  INSTITUTIONAL EFFECTIVENESS 

Today’s community colleges are faced with new demands on the institution to be more 
accountable and to demonstrate its effectiveness to both external and internal constituencies. 
 
Many boards have discovered that the responses to the challenges their institutions face today 
require new approaches and, in some cases, new levels of knowledge and new skills. The 
community college trustee today needs to both understand the new demands and continue to 
seek an appropriate role in addressing the policy issues related to the ongoing issues.  

FOCUS ON STUDENT SUCCESS 

The shift from a focus solely on access to a focus on student access, equity and success has 
demanded the development of a culture of evidence and new policy decisions based on data 
and analysis.   
 
Most Boards have spent the majority of their time on issues related to money. While sound 
fiscal management is, of course, still a priority, increasingly, boards are expected to make 
student success their number one priority.  
 
Boards must take on different roles and responsibilities as they shift to a focus on student 
success. Boards and individual trustees should consider: 
 

 Promote a focus on student completion. 

 Incorporate student success discussions into the regular agenda of the board. 

 Consider a shift from investing in student recruitment to investing in student retention 
and completion. 

 Support more sophisticated data collection and analysis. 

 Learn about the proper use of data including: 

o Data driven decision-making 

o Disaggregating data to evaluate the impact of programs and services on specific 
student populations 

o Asking the right questions of data 

 Ensure Accountability 
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 Foster Transparency 

 Support best practices 

 Support the president/CEO  

 Support risk taking 

 Advocate before policy makers and stakeholders 

Elements of institutional effectiveness in support of student success include: 

 Use of institutional research to track student outcomes and enhance a culture of 
evidence 

 Administrative processes designed to promote systemic improvement of student 
success 

o Strategic Planning 

o Program Evaluation 

o Faculty Development 

o Accreditation 

o Budgeting 

 Focus on student retention and completion 

 Targeted support for “at-risk” students 

 Student support services to eliminate barriers to success 

 Innovation to improve the effectiveness of instruction and student services 

 Board Support 

 
Making Good on the Promise Of the Open Door:  Effective Governance and Leadership to 

Improve Student Equity, Success, and completion 
By Byron McClenney and Margaretta Mathis 
Published by the Association of Community College Trustees, 2011 
To order copies contact ACCT at 202.775.4667 or www.acct.org 
 
 
 
 

 

  

http://www.acct.org/
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Student Learning Outcomes 

 

Effectiveness Outcomes 

Measurement, effectiveness evaluation, and monitoring by the board should seek answers to 
the questions like the following: 
 

 Are student goals being met?  

 Are transfer students doing well at the colleges or universities to which they have 
transferred?  

 Are occupational students being employed in their occupational field of study upon 
graduation?  

 Did the college prepare students well for their pursued occupation? Are the students 
and their employers satisfied with the skills they learned at the college?  

 Are we ensuring access as well as success? 
Effective boards do not simply require that institutional effectiveness measures be used by the 
college.  Rather, they insist the results be reported to the board in a timely manner. 
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Furthermore, the board requires the administration to set targets and to inform the board how 
it plans to address any unsatisfactory results. 
 

Governance Institute on Student Success 

The Governance Institute for Student Success initiative provides an opportunity to: 

 Conduct state-specific programs to strengthen the governance of community and 
technical colleges and improve student success, equity, and completion; 

 Convene trustees and presidents from community and technical colleges to share and 
elevate knowledge of how effective governance contributes to a culture of transparency 
and accountability focused on improving student success, equity, and completion; 

 Assess institutional readiness on how to improve outcomes and on how to gain political 
commitment to strengthen institutional capacity to accelerate and improve student 
success, equity, and completion; 

 Enhance the trustees' and presidents' roles and responsibilities in establishing policies, 
priorities, goals, and practices that accelerate and improve student success, equity, and 
completion; 

 Promote advocacy for completion as a key measure of college outcomes and student 
success. 

 
 

http://www.governance-institute.org/ 
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STANDARDS OF ACCREDITATION 

 

 Accreditation standards have changed and accountability demands have 
increased.    

 
Regional Standards for Accreditation  

 New England Association of Schools and Colleges 

 Southern Association of Colleges and Schools Commission on Colleges 

 Middles States Association of Colleges and Schools 

 Western Association of Schools and Colleges 

 Northwest Commission on Colleges and Universities 

 North Central Association of Colleges and Schools 
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Commission on Institutions of Higher Education  
New England Association of Schools and Colleges 

 
Standards Related to  
 
The Standards for Accreditation are available at:  
http://cihe.neasc.org/standards_policies/standards/standards_html_version 
 
Go to the website to find the relevant standards 
 
Standards Related to the Governing Board: 
Standard 3:  Organization and Governance:  3.1-3.6, 3.9 
Standard 9:   Financial Resources: 9.3, 9.5, 9.9 
 
Assessment and Student Success 
Standard 2:  Planning and Evaluation:  2.4-2.6 
Standard 4:   The Academic Program:  4.8-4.9; 4.44-4.50 
Standard 6:  Students:   6.4-6.7; 6.17 
 
Institutional Effectiveness:  The last numbered paragraph of each of the 11 standards states, in 
words appropriate to the standard, that periodically the institution evaluates that aspect of the 
institution’s functioning and uses the results for improvement. 
 
The single best summary of the Commission’s approach to assessment of student learning is in 
this paragraph from the standard on The Academic Program: 
 

4.44  The institution implements and supports a systematic and broad-based approach 
to the assessment of student learning focused on educational improvement through 
understanding what and how students are learning through their academic program 
and, as appropriate, through experiences outside the classroom. This approach is based 
on a clear statement or statements of what students are expected to gain, achieve, 
demonstrate, or know by the time they complete their academic program. The 
approach provides useful information to help the institution understand what and how 
students are learning, improve the experiences provided for students, and assure that 
the level of student achievement is appropriate for the degree awarded. Institutional 
support is provided for these activities. 

 

The Governing Board 

Standard 1:  Mission and Purposes 
 
1.2   The institution's mission is set forth in a concise statement that is formally adopted by the 
governing board and appears in appropriate institutional publications.   

http://cihe.neasc.org/standards_policies/standards/standards_html_version
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1.4   The mission and purposes of the institution are accepted and widely understood by its 
governing board, administration, faculty, staff, and students. They provide direction to the 
curricula and other activities and form the basis on which expectations for student learning are 
developed.  Specific objectives, reflective of the institution's overall mission and purposes, are 
developed by the institution's individual units. 
 
Standard 3:   Organization and Governance 
 
3.1  The authority, responsibilities, and relationships among the governing board, 
administration, faculty, and staff are clearly described in the institution’s by-laws, or an 
equivalent document, and in a table of organization that displays the working order of the 
institution. The board, administration, staff, and faculty understand and fulfill their respective 
roles as set forth in the institution's official documents and are provided with the appropriate 
information to undertake their respective roles. The institution’s organizational structure, 
decision-making processes, and policies are clear and consistent with its mission and support 
institutional effectiveness. The institution's system of governance involves the participation of 
all appropriate constituencies and includes regular communication among them. 
3.2  The governing board is the legally constituted body ultimately responsible for the 
institution's quality and integrity. The board demonstrates sufficient independence to ensure it 
can act in the institution’s best interest. The composition of the board includes representation 
of the public interest and reflects the areas of competence needed to fulfill its 
responsibilities. Fewer than one-half of the board members have any financial interest in the 
institution, including as employee, stock-holder, or corporate director. Members of the 
governing board understand, accept, and fulfill their responsibilities as fiduciaries to act 
honestly and in good faith in the best interest of the institution toward the achievement of its 
purposes in a manner free from conflicts of interest.  
 
3.3  The board has a clear understanding of the institution’s distinctive mission and purposes.  It 
exercises the authority to ensure the realization of institutional mission and purposes. The 
board sets and reviews institutional policies; monitors the institution's fiscal solvency; and 
approves major new initiatives, assuring that they are compatible with institutional mission and 
capacity. These policies are developed in consultation with appropriate constituencies. The 
board assures that the institution periodically reviews its success in fulfilling its mission and 
achieving its purposes.  
 
3.4 The board systematically develops and ensures its own effectiveness. The board 
enhances its effectiveness through periodic evaluation. 
 
3.5  Utilizing the institutional governance structure, the board establishes and maintains 
appropriate and productive channels of communication among its members and with the 
institutional community. Its role and functions are effectively carried out through appropriate 
committees and meetings.  
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3.6  The board appoints and periodically reviews the performance of the chief executive officer 
whose full-time or major responsibility is to the institution. The board delegates to the chief 
executive officer and, as appropriate, to other constituencies the requisite authority and 
autonomy to manage the institution compatible with the board's intentions and the 
institutional mission.  

3.9  In multi-campus systems organized under a single governing board, the division of 
responsibility and authority between the system office and the institution is clear. Where 
system and campus boards share governance responsibilities or dimensions of authority, 
system policies and procedures are clearly defined and equitably administered. 

Standard 9:  Financial Resources 

9.2  The institution is financially stable. Ostensible financial stability is not achieved at the 
expense of educational quality. Its stability and viability are not unduly dependent upon 
vulnerable financial resources or an historically narrow base of support. The institution's 
governing board retains appropriate autonomy in all budget and finance matters; this includes 
institutions that depend on financial support from an external agency (state, church, or other 
private or public entity). 

9.3  The institution’s multi-year financial planning is realistic and reflects the capacity of the 
institution to depend on identified sources of revenue and ensure the advancement of 
educational quality and services for students. The governing board reviews and approves the 
institution’s financial plans. 

9.5  The institution and its governing board regularly and systematically review the 
effectiveness of the institution’s financial aid policy and practices in advancing the institution’s 
mission and helping to ensure that the institution enrolls and supports the student body it 
seeks to serve. 

9.9  Opportunities identified for new sources of revenue are reviewed by the administration 
and board to ensure the integrity of the institution and the quality of the academic program are 
maintained and enhanced. The institution planning a substantive change demonstrates the 
financial capacity to ensure that the new initiative meets the standards of quality of the 
institution and the Commission’s Standards. 

9.10  Institutional and board leadership ensure the institution’s ethical oversight of its financial 
resources and practices. 

9.11  The institution’s financial resources and transactions are audited annually by an external 
auditor in accord with the generally accepted auditing standards for colleges and universities as 
adopted by the American Institute of Certified Public Accountants. Board policies and 
institutional practices ensure the independence and objectivity of the auditor and the 
appropriate consideration of the audit by the governing board. For public and independent 
institutions part of a larger system or corporation, the audit provides sufficient information 
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about the institution’s finances to support a determination regarding the sufficiency and 
stability of the institution’s financial resources.  In all cases, the audit and management letter 
are appropriately reviewed by the institution's administration and governing board who take 
appropriate action on resulting recommendations or conclusions. 

Standard 10:  Public Disclosure 

10.6  The institution publishes a list of its current faculty, indicating departmental or program 
affiliation, distinguishing between those who have full- and part-time status, showing degrees 
held and the institutions granting them. The names and positions of administrative officers, and 
the names and principal affiliations of members of the governing board are also included.  

Standard 11:  Integrity 
 
The institution subscribes to and advocates high ethical standards in the management of its 
affairs and in all of its dealings with students, faculty, staff, its governing board, external 
agencies and organizations, and the general public.  Through its policies and practices, the 
institution endeavors to exemplify the values it articulates in its mission and related 
statements.   (Statement of the Standard) 

11.1  The institution expects that members of its community, including the board, 
administration, faculty, staff, and students, will act responsibly and with integrity; and it 
systematically provides support in the pursuit thereof. Institutional leadership fosters an 
atmosphere where issues of integrity can be openly considered, and members of the 
institutional community understand and assume their responsibilities in the pursuit of integrity. 

For more information go to 
http://cihe.neasc.org/standards_policies/standards/standards_html_version 
 

  

http://cihe.neasc.org/standards_policies/standards/standards_html_version
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Southern Association of Colleges and Schools 
Commission on Colleges 

The following are selected from the Principles of Accreditation and are directly related to 
boards of trustees, institutional effectiveness and student learning.  Board members should, 
however, be familiar with ALL of the Principles. 
 
Section I 

1.1 The institution operates with integrity in all matters. 
 
Section II Core Requirements 

2.2 Composition and role of board members. 
2.3 Role of the chief executive officer 
2.4 Institution wide research-based planning and evaluation process that reviews 

mission and goals, results in continuing improvement, and demonstrates 
accomplishment of mission. 

2.12 Quality Enhancement Plan that focuses on student learning 
 
Section III Comprehensive Standards 

3.2 Governance and Administration 
3.2.1 Role of board in selection and evaluation of Chief Executive Officer 
3.2.2 Board’s legal authority and operating control of the institution 
3.2.3 Conflict of Interest of board members 
3.2.4 External Influence on board members 
3.2.5 Dismissal of board members 
3.2.6 Distinction of Board and administration 

3.3 Institutional Effectiveness 
Identification of expected outcomes in educational programs; administrative 
services; educational support services; research within its educational mission, if 
appropriate; and community/public service within its educational mission, if 
appropriate. 

 
Section IV Federal Requirements 

4.1 Evaluation of student success with respect to student achievement (course 
completion, state licensing examinations, etc.) 

4.2 Curriculum directly related to purpose and goals of institution. 
 

For more information go to www.sacscoc.org 
  

http://www.sacscoc.org/
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Middle States Association of Colleges and Schools 
Commission on Higher Education 

 
Standard 4: Leadership and Governance 
 
The institution's system of governance clearly defines the roles of institutional constituencies in 
policy development and decision-making.  The governance structure includes an active 
governing body with sufficient autonomy to assure institutional integrity and to fulfill its 
responsibilities of policy and resource development, consistent with the mission of the 
institution. 
 
Standard 7: Institutional Assessment 
 
The institution has developed and implemented an assessment process that evaluates its 
overall effectiveness in achieving its mission and goals and its compliance with accreditation 
standards. 
 
Standard 14: Assessment of Student Learning  
 
Assessment of student learning demonstrates that, at graduation, or other appropriate points, 
the institution's students have knowledge, skills, and competencies consistent with institutional 
and appropriate higher education goals. 
 
Please visit www.msche.org for more information 
  

http://www.msche.org/


 

194 
 

Accrediting Commission for Community and Junior Colleges 
Western Association of Schools and Colleges 

 
Eligibility Requirements for Accreditation 

 
3. GOVERNING BOARD 
 
The institution has a functioning governing board responsible for the quality, integrity, and 
financial stability of the institution and for ensuring that the institution's mission is being carried 
out.  This board is ultimately responsible for ensuring that the financial resources of the 
institution are used to provide a sound educational program.  Its membership is sufficient in size 
and composition to fulfill all board responsibilities.  
 
The governing board is an independent policy-making body capable of reflecting constituent 
and public interest in board activities and decisions.  A majority of the board members have no 
employment, family, ownership, or other personal financial interest in the institution.  The 
board adheres to a conflict of interest policy that assures that those interests are disclosed and 
that they do not interfere with the impartiality of governing body members or outweigh the 
greater duty to secure and ensure the academic and fiscal integrity of the institution. 
 

Introduction to the Accreditation Standards 

 
Introduction: Shaping the Dialogue 
The primary purpose of an ACCJC-accredited institution is to foster learning in its students. An 
effective institution ensures that its resources and processes support student learning, 
continuously assesses that learning, and pursues institutional excellence and improvement. An 
effective institution maintains an ongoing, self-reflective dialogue about its quality and improvement. 
 
An institution-wide dialogue must be at the heart of the self-evaluation process for the college 
community to gain a comprehensive perspective of the institution. Although the standards are 
presented in four parts, they work together to facilitate this dialogue on the institution’s 
effectiveness and on ways in which it may improve. The self-study provides the Commission with the 
institution’s assessment of itself as a whole. 
 
The Standards 
The institutional mission provides the impetus for achieving student learning and other goals 
that the institution endeavors to accomplish. The institution provides the means for students to 
learn, assesses how well learning is occurring, and strives to improve that learning through ongoing, 
systematic, and integrated planning. (Standard I). Instructional programs, student support services, 
and library and learning support services facilitate the achievement of the institution’s stated 
student learning outcomes (Standard II).  
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Human, physical, technology, and financial resources enable these programs and services to 
function and improve (Standard III). Ethical and effective leadership throughout the organization 
guides the accomplishment of the mission and supports institutional effectiveness and improvement 
(Standard IV). 
 
Standard I: Institutional Mission and Effectiveness 
The institution demonstrates strong commitment to a mission that emphasizes achievement of 
student learning and to communicating the mission internally and externally. The institution uses 
analyses of quantitative and qualitative data and analysis in an ongoing and systematic cycle of 
evaluation, integrated planning, implementation, and re-evaluation to verify and improve the 
effectiveness by which the mission is accomplished. 
 
A. Mission 
The institution has a statement of mission that defines the institution’s broad educational 
purposes, its intended student population, and its commitment to achieving student learning. 
 

1. The institution establishes student learning programs and services aligned with its 
purposes, its character, and its student population. 

2. The mission statement is approved by the governing board and published. 
3. Using the institution’s governance and decision-making processes, the institution 

reviews its mission statement on a regular basis and revises it as necessary. 
4. The institution’s mission is central to institutional planning and decision making. 

 
B. Improving Institutional Effectiveness 
The institution demonstrates a conscious effort to produce and support student learning, 
measures that learning, assesses how well learning is occurring, and makes changes to improve 
student learning. The institution also organizes its key processes and allocates its resources to 
effectively support student learning. The institution demonstrates its effectiveness by providing 1) 
evidence of the achievement of student learning outcomes and 2) evidence of institution and 
program performance. The institution uses ongoing and systematic evaluation and planning to refine 
its key processes and improve student learning. 
 
1. The institution maintains an ongoing, collegial, self-reflective dialogue about the 

continuous improvement of student learning and institutional processes. 
2. The institution sets goals to improve its effectiveness consistent with its stated purposes. 

The institution articulates its goals and states the objectives derived from them in 
measurable terms so that the degree to which they are achieved can be determined and widely 
discussed. The institutional members understand these goals and work collaboratively 
toward their achievement. 

3. The institution assesses progress toward achieving its stated goals and makes decisions 
regarding the improvement of institutional effectiveness in an ongoing and systematic 
cycle of evaluation, integrated planning, resource allocation, implementation, and reevaluation. 
Evaluation is based on analyses of both quantitative and qualitative data. 
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4. The institution provides evidence that the planning process is broad-based, offers 
opportunities for input by appropriate constituencies, allocates necessary resources, and 
leads to improvement of institutional effectiveness. 

5. The institution uses documented assessment results to communicate matters of quality 
assurance to appropriate constituencies. 

6. The institution assures the effectiveness of its ongoing planning and resource allocation 
processes by systematically reviewing and modifying, as appropriate, all parts of the cycle, 
including institutional and other research efforts. 

7. The institution assesses its evaluation mechanisms through a systematic review of their 
effectiveness in improving instructional programs, student support services, and library and 
other learning support services. 

 
Standard II: Student Learning Programs and Services 
The institution offers high-quality instructional programs, student support services, and library 
and learning support services that facilitate and demonstrate the achievement of stated student 
learning outcomes. The institution provides an environment that supports learning, enhances student 
understanding and appreciation of diversity, and encourages personal and civic responsibility as 
well as intellectual, aesthetic, and personal development for all of its students. 
 
A. Instructional Programs 
The institution offers high-quality instructional programs in recognized and emerging fields of 
study that culminate in identified student outcomes leading to degrees, certificates, employment, or 
transfer to other higher education institutions or programs consistent with its mission. 
Instructional programs are systematically assessed in order to assure currency, improve teaching and 
learning strategies, and achieve stated student learning outcomes. The provisions of this standard are 
broadly applicable to all instructional activities offered in the name of the institution. 
 
1.     The institution demonstrates that all instructional programs, regardless of location or means 
of delivery, address and meet the mission of the institution and uphold its integrity. 

 
a. The institution identifies and seeks to meet the varied educational needs of its 

students through programs consistent with their educational preparation and the 
diversity, demographics, and economy of its communities. The institution relies 
upon research and analysis to identify student learning needs and to assess progress 
toward achieving stated learning outcomes. 

b. The institution utilizes delivery systems and modes of instruction compatible with 
the objectives of the curriculum and appropriate to the current and future needs of its 
students.1 

c. The institution identifies student learning outcomes for courses, programs, 
certificates, and degrees; assesses student achievement of those outcomes; and uses 
assessment results to make improvements. 

 
2.  The institution assures the quality and improvement of all instructional courses and programs 

offered in the name of the institution, including collegiate, developmental, and pre-collegiate courses 
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and programs, continuing and community education, study abroad, short-term training courses 
and programs, programs for international students, and contract or other special programs, 
regardless of type of credit awarded, delivery mode, or location. 

 
a. The institution uses established procedures to design, identify learning outcomes for, 

approve, administer, deliver, and evaluate courses and programs. The institution 
recognizes the central role of its faculty for establishing quality and improving instructional 
courses and programs. 

b. The institution relies on faculty expertise and the assistance of advisory committees when 
appropriate to identify competency levels and measurable student learning outcomes 
for courses, certificates, programs including general and vocational education, and 
degrees. The institution regularly assesses student progress towards achieving those 
outcomes. 

d. The institution evaluates all courses and programs through an on-going systematic 
review of their relevance, appropriateness, achievement of learning outcomes, currency, 
and future needs and plans. 

 
f. The institution engages in ongoing, systematic evaluation and integrated planning to 

assure currency and measure achievement of its stated student learning outcomes for 
courses, certificates, programs including general and vocational education, and degrees. The 
institution systematically strives to improve those outcomes and makes the results 
available to appropriate constituencies. 

g. The institution awards degrees and certificates based on student achievement of a 
program’s stated learning outcomes. 

 
5. Students completing vocational and occupational certificates and degrees demonstrate technical 

and professional competencies that meet employment and other applicable standards and 
are prepared for external licensure and certification. 

 
6. In order to assure the academic integrity of the teaching-learning process, the institution 

uses and makes public governing board- adopted policies on academic freedom and 
responsibility, student academic honesty, and specific institutional beliefs or world views. 
These policies make clear the institution’s commitment to the free pursuit and 
dissemination of knowledge. 

 
B. Student Support Services 
The institution recruits and admits diverse students who are able to benefit from its programs, 
consistent with its mission. Student support services address the identified needs of students and 
enhance a supportive learning environment. The entire student pathway through the institutional 
experience is characterized by a concern for student access, progress, learning, and success. The 
institution systematically assesses student support services using student learning outcomes, faculty 
and staff input, and other appropriate measures in order to improve the effectiveness of these 
services. 
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1.    The institution assures the quality of student support services and demonstrates that these 
services, regardless of location or means of delivery, support student learning and enhance 
achievement of the mission of the institution.1, 2 
 
4.    The institution evaluates student support services to assure their adequacy in meeting 
identified student needs. Evaluation of these services provides evidence that they contribute to the 
achievement of student learning outcomes. The institution uses the results of these evaluations as 
the basis for improvement. 
 
C. Library and Learning Support Services 
Library and other learning support services for students are sufficient to support the 
institution’s instructional programs and intellectual, aesthetic, and cultural activities in whatever 
format and wherever they are offered.  
 
Such services include library services and collections, tutoring, learning centers, computer 
laboratories, and learning technology development and training. The institution provides access and 
training to students so that library and other learning support services may be used effectively and 
efficiently. The institution systematically assesses these services using student learning outcomes, 
faculty input, and other appropriate measures in order to improve the effectiveness of the services. 
 
Standard III: Resources 
The institution effectively uses its human, physical, technology, and financial resources to achieve 
its broad educational purposes, including stated student learning outcomes, and to improve 
institutional effectiveness. 
 
Standard IV: Leadership and Governance 
The institution recognizes and utilizes the contributions of leadership throughout the organization 
for continuous improvement of the institution. Governance roles are designed to facilitate 
decisions that support student learning programs and services and improve institutional ef-
fectiveness, while acknowledging the designated responsibilities of the governing board and the 
chief administrator. 
 
A. Decision-Making Roles and Processes 
The institution recognizes that ethical and effective leadership throughout the organization 
enables the institution to identify institutional values, set and achieve goals, learn, and improve. 
 

1. Institutional leaders create an environment for empowerment, innovation, and 
institutional excellence. They encourage staff, faculty, administrators, and students, no 
matter what their official titles, to take initiative in improving the practices, programs, and 
services in which they are involved. When ideas for improvement have policy or significant 
institution-wide implications, systematic participative processes are used to assure 
effective discussion, planning, and implementation. 

2. Through established governance structures, processes, and practices, the governing 
board, administrators, faculty, staff, and students work together for the good of the 
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institution. These processes facilitate discussion of ideas and effective communication among 
the institution’s constituencies. 

3. The role of leadership and the institution’s governance and decision-making structures and 
processes are regularly evaluated to assure their integrity and effectiveness. The 
institution widely communicates the results of these evaluations and uses them as the 
basis for improvement.    
 

B. Board and Administrative Organization 
In addition to the leadership of individuals and constituencies, institutions recognize the 
designated responsibilities of the governing board for setting policies and of the chief 
administrator for the effective operation of the institution. Multi-college districts/systems clearly 
define the organizational roles of the district/system and the colleges. 
 
1.    The institution has a governing board that is responsible for establishing policies to assure 
the quality, integrity, and effectiveness of the student learning programs and services and the 
financial stability of the institution. The governing board adheres to a clearly defined policy for 
selecting and evaluating the chief administrator for the college or the district/system. 
a. The governing board is an independent policy-making body that reflects the public interest in 

board activities and decisions. Once the board reaches a decision, it acts as a whole. It advo-
cates for and defends the institution and protects it from undue influence or pressure. 

b. The governing board establishes policies consistent with the mission statement to ensure the 
quality, integrity, and improvement of student learning programs and services and the resources 
necessary to support them. 

c. The governing board has ultimate responsibility for educational quality, legal matters, and 
financial integrity. 

d. The institution or the governing board publishes the board bylaws and policies specifying the 
board’s size, duties, responsibilities, structure, and operating procedures. 

e. The governing board acts in a manner consistent with its policies and bylaws. The board 
regularly evaluates its policies and practices and revises them as necessary. 

f. The governing board has a program for board development and new member orientation. It has a 
mechanism for providing for continuity of board membership and staggered terms of office. 

g. The governing board’s self-evaluation processes for assessing board performance are clearly 
defined, implemented, and published in its policies or bylaws. 

h. The governing board has a code of ethics that includes a clearly defined policy for dealing 
with behavior that violates its code. 

i. The governing board is informed about and involved in the accreditation process. 
j. The governing board has the responsibility for selecting and evaluating the district/system 

chief administrator (most often known as the chancellor) in a multi-college district/system or 
the college chief administrator (most often known as the president) in the case of a single 
college.  

k. The governing board delegates full responsibility and authority to him/her to implement and 
administer board policies without board interference and holds him/her accountable for the 
operation of the district/ system or college, respectively. 
(For more information go to www.wascweb.org) 

http://www.wascweb.org/
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Northwest Commission on Colleges and Universities 

 
The Northwest Commission on Colleges and Universities are in the midst of revising their 
standards for accreditation. The revised standards will be available on their website 
www.nwccu.org in January 2010. 
 
 

North Central Association of Colleges and Schools 

For information of the standard for accreditation for the North Central Association of Colleges 
and Schools please visit their website at www.ncahigherlearningcommission.org. 
  

http://www.nwccu.org/
http://www.ncahigherlearningcommission.org/
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TAB 10: PLANNING FOR THE FUTURE 

The fiduciary, governance and coordination responsibilities and role of the trustee as described 
in this manual are essential for effective governance.  
 
The board is primarily involved in policy development rather than administration and those 
policies should provide guidance and direction to the administration on matters falling within 
the policy. Policies should set the priorities of the board and be strategic and manageable. 
 
The board should focus on the future of the institution and be forward thinking.  

 The board hires and evaluates the president.   

 The board acts as a whole and delegates to the president without undermining 
his/her authority; and 

 The board has fiduciary, governance and institutional oversight.  
 
The new demands require that boards also take a greater role in: 

 Ensuring that student success and student learning are priorities; 

 Overseeing accountability demands of accreditation; 

 Monitoring institutional outcomes as measured by the college;  

 Fundraising; 

 Advocacy and working in the political arena 
 

 “In human affairs the logical future, determined by past and present 
conditions, is less important than the willed future, which is largely brought about by 
deliberate choices.” Rene Dubos 
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LEADERSHIP DEVELOPMENT PLAN 

What issues does your board need to address? 
 
Check list: 

 Develop manuals and procedures 
 Audit board documents 
 Adopt code of ethics 
 Change behavior 
 Fundraising 
 Advocacy 
 Student Success Initiatives 
 Equity and Diversity 
 Data Gathering 
 Transitioning new members 
 Vision and Strategic Planning  

 

EFFECTIVE GOVERNANCE PLAN 

 Time frame 
 Funding requirements 
 Overall goals 
 Objectives 
 Activities 
 Documentation of outcomes 
 Budget 

 

 ”Great Boards focus less time on policy and more time on planning and setting 
direction – forward thinking.” Narcisa Polonio 
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FRAMEWORK TO DESIGN YOUR DEVELOPMENT PLAN 

 
 
We encourage you to modify this framework to fit the needs of the board. 
 
BOARD NAME:             
 
START DATE:             
                                                     
COMPLETION DATE:            
 

Overall Goals 

What do you want to achieve as a result of implementing this development plan?  
(The board should reach consensus on each of the goals, each goal should be specific, realistic, 
and measurable.)  
1.              
               
2.              
              

3.              

              

 
How Were These Development Goals Selected? 
Results of board self-assessment? 
Results of board discussion? 
Results of inventory/audit of board procedures and operations? 
Reference to outdated by-laws, no board procedures manual, no new trustee orientation and 
lack of current job description? 
Other(s)? 
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Objectives 

What new capabilities do you want the board to have? What do you want to be able to do as a 
result of your new knowledge, skills and/or abilities?  
 
1.             ___  

2.             ___  

3.             ___  

4.             ___  

5.             ___  

6.             ___  

 
What activities will the board undertake to reach the objectives?  
Attend state, national training/development conferences, assign tasks to trustees, assign tasks 
to president and staff, retreat, peer-to-peer exchange, coaching, creating task groups. 
 
1.             ___  

2.             ___  

3.             ___  

4.             ___  

5.             ___  

6.             ___  
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Documentation/Evidence Outcomes  
 

Documentation/ 
Evidence of Change 

 Implementation date 
 Self-assessment and 
continuous assessment 
6 month review, yearly review 

1. 
 

    

2.     

3. 
 

    

4. 
 

    

5. 
 

    

6. 
 

    

 
 

Budget for Plan 

The following budget depicts the costs expected to implement this plan.  
 

Expected Expense Dollars 

1. Participation in meetings and conferences   

2. Retreat   

3. Books, materials, video tapes   

4. Meeting Costs   

5.   

6.   

7.   

8.   
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Issues that can be addressed by a Development Plan 

 Ensuring Successful Board Meetings 

 Key Steps to Plan Successful Board Meetings  

 Sample Board Meeting Agenda  

 Avoid "Sidebar Meetings"  

 Follow Roberts' Rules of Order  

 Board Meeting Minutes (Documentation of Board Meetings)  

 Executive Session ("In Camera")  

 Open Board Meetings  

 Meeting Evaluation by Members  

 Board Coordination with President 

 Ensuring Effective Board and Staff Relations  

 Evaluation of the President  

 Sustain a Strong Relationship Between Board Chair and President 

 Behavior Issues  
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