Board Roles

The Board should:
· Keep the overall mission of the school district clearly in focus and satisfy itself that the objectives of the particular parts of the work or units of the organization are in harmony with the mission.

· Approve and periodically revise long-range plans for the district.

· Monitor the district’s programs to ensure that objectives are being achieved in the best fashion possible.

· Communicated the goals and performance of the district to its constituents.

· Select the superintendent and establish the conditions of his/her employment.

· Work closely and interactively with the superintendent and through him/her with the staff.  The relationship with the superintendent should be as close as time permits and as informal and as personal as the essential differences in role allow.

· Establish such broad policies governing the school district, as may be necessary to cover continuing or recurrent situations in which consistency of action is desirable.

· Assure itself that the basic legal and ethical responsibilities of board members and the district are fulfilled.

· Accept responsibility for securing the managing adequate financial resources.

· Assure itself that the school district is effectively integrated wit its social environment as well as with the public and institutions to which it is or should be related.

· Continuously appraise itself and periodically devote time analyzing its own performance.

From Governing Boards – Their Nature and Nurture by Cyril O. Houle.  Reprinted with permission from The National Center for Nonprofit Boards.

Key Tools the Board Uses 

to Fulfill Its Roles

· Adopt goals and evaluate outcomes

· Adopt and evaluate policies

· Hire and evaluate the Superintendent 

and delegate all administrative duties

· Approve the school district’s budget 

and set the tax rate

· Communicate with the community

Duties of the School Board and Superintendent

The superintendent functions as the administrative manager of the district and is, throughout his or her exercise of responsibilities, accountable to the board of trustees.  This role exposes both the superintendent and board to some confusion regarding their responsibilities.  This confusion, in turn, can result in tension that interferes with the performance of appropriate duties and responsibilities and can compromise district leadership.  The following chart defines some of the significant differences in the roles of these officials:

Administration

School Board

The school board hires a superintendent and delegates responsibility for administrative functions.

Superintendent

The superintendent is responsible for providing administrative leadership and managing the district’s day-to-day operations.

Policymaking

School Board

The board establishes policy for the governance of the school system after considering the superintendent’s recommendations.

Superintendent

The superintendent is responsible for designing and implementing procedures to effect the requirements of policy.

Hiring and Evaluating Personnel

School Board

The board employs professional personnel in accordance with policy upon recommendation of the superintendent and reviews and acts on other personnel recommendations from the superintendent.

Superintendent

The superintendent recommends personnel to be hired; is responsible for performance evaluations, and makes recommendations for renewal, nonrenewable and dismissal of personnel, as provided by policy.

Program Evaluation

School Board

The board approves courses to be offered and requires periodic reports on the status of the educational program offered by the district, making revisions in policy as they are needed.  The board publishes annual education performance report on the district and each campus and holds a hearing for its public discussion.

Superintendent

The superintendent serves as education leader for attainment of student performance objectives and submits to the board reports on the curriculum, keeping the board informed about the evaluation of school programs.

Planning Guide

School Board

The board establishes education goals for the district based on the input of district staff and community members, through various planning activities.

Superintendent

The superintendent provides administrative leadership and makes recommendations to the board concerning the development and implementation of and progress toward the education goals approved by the board.

Budget

School Board

The board communicates the district’s priorities to the superintendent through identified goals, reviews the budget submitted by the superintendent, makes necessary revisions, adopts the budget, and sets the tax rates.

Superintendent

The superintendent prepares a budget, recommends budget expenditures to the board, makes revisions as requested by the board, and administers the budget adopted by the board.

Facilities Planning

School Board

The board adopts plans for facilities after considering the recommendations of the superintendent and delegates supervision of the building program to the superintendent.

Superintendent

The superintendent leads the administrative effort to plan, or operate, and evaluate facilities and to supervise improvements.

Community Relations

School Board

The board adopts a program of school-community relations and remains responsive to the community.

Superintendent

The superintendent recommends and implements a program of school-community relations and keeps the community informed about district performance, policies, programs, and procedures.

Six Common Mistakes

That School Boards Make

1. Make Political Decisions
· Boards make decisions that are not based on objective information, assessment of alternatives, and rational judgment, but have a partisan bias that supports hidden agendas and political alliances.

2. Function Without Ground Rules
· Boards conduct business without agreement of fundamental rules concerning the relative roles of superintendent and board, the responsibilities of the board chair, the constraints on individual board action, and the use of information and public decorum.  Disagreement about these actions undermines trust and mutual respect.

3. Respond to Coercion
· Boards allow particular constituencies, instead of what is best for all children, to influence their decisions.

4. Fail to Connect with Community
· Boards do not provide information to the community; they fail to solicit input and offer inadequate opportunity for dialogue – all leading to community distrust and lack of understanding.

5. Neglect Self-Improvement
· Boards members do not seek out self-improvement opportunities, and their performance is uneven and unpredictable.

6. Take Fragmented Actions
· Boards consider each issue as a separate item without priority; important district direction is lost in conflicting or unrelated minor initiatives.

From Effective School Boards, Eugene R. Smoley, Jr.
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Association Services

“One of the biggest mistakes board members make is to believe that they have all the information or know all there is to know about the job.”  (Panfilo Contreras, Executive Director, ASBA)  One of the most important aspects of the job is to keep up with what is going on around the state and country.  Your state association can assist you in this effort.  The following is a list of opportunities that most state school board associations provide:

· Publications - Journals, Bulletins and Briefs on various policy subjects published regularly and usually a benefit of membership dues
· Conferences – Large gatherings of the membership to conduct business and hear speakers of national or state influence.  A good opportunity to interact with board members from other parts on issues of the day.  A registration fee is usually charged
· Seminars and Workshops – Small gatherings of the membership to receive training or information on current topics important the decision making process.  A good opportunity to interact with board members about specific topics.  A registration fee is usually charged
· Consultant and Facilitation Services – A fee based service provided by the association for such things as Superintendent Searches, Self Evaluations and Strategic Planning efforts
· Policy Services – A fee based service provided by the association to assist local boards with compliance with state and federal laws and regulations
· Legal Services – Usually staff assistance service to help interpret state and federal law.  Usually cannot represent the district on legal matters.  Usually a benefit of membership
· Legislative Services – Usually a staff assignment on behalf of the association that lobby at state legislatures, congress and state boards of education.  Usually a benefit of membership
· Committees and Work Groups – Small gathering of members to conduct the business of the association and explore new opportunities and issues.  Usually a benefit of membership and expenses reimbursed 
· Specific Caucuses – Small gathering of like minded members to discuss and advocate for specific group related concerns and issues 
· National Associations – Group gathering at a national level with many opportunities similar to most of the above.  Issues are usually of a very global view.  A registration fee and membership may be required.
Lessons on Boardsmanship

· Children are always first
· Practice teamwork

· Monitor the budget

· Practice integrity

· Prepare for all meetings

· You only make policy

· Never lose your temper or call names in public

· Keep your word

· Conduct annual board and superintendent evaluation

· Never stop learning

· Be a consensus builder

· Keep an open mind

· No surprises

· Be visible in school and community

· Learn Robert’s Rules

· Put system-wide decision first

· You’re not an administrator

· Children are always first
Reprinted by permission from Billy Arcement, Consultant and Motivational speaker; 108 South Magnolia Drive; Donaldsonville, LA  70346; (504) 473-0535 or (504) 473-4346

Code of Ethics for


School Board Members


























The ASBA Board endorses the following code for local school board members.





As a member of my local Board of Education, I will strive to improve public education, and to that end I will:





Attend all regularly-scheduled Board meetings insofar as possible, and become informed concerning the issues to be considered at those meetings;





Recognized that a board member should endeavor to make policy decisions only after full discussion at publicly-held Board meetings;





Render all decisions based on the available facts and my independent judgment, and refuse to surrender that judgment to individuals or special interest groups;





Encourage the free expression of opinion by all Board members, and seek systematic communications between the Board and students, staff and all elements of the community;





Work with other Board members to establish effective Board policies and to delegate authority for the administration of the schools to the Superintendent;





Communicate to other Board members and the Superintendent expression of public reaction to Board policies and school programs;





Inform oneself about current educational issues by individual study and through participation in programs providing needed information, such as those sponsored by my state and national school boards association;





Support the employment of those persons best qualified to serve as school staff, and insist on a regular and impartial evaluation of all staff;





Avoid being placed in a position of conflict of interest, and refrain from using my Board position for personal or partisan gain;





Take no private action that will compromise the Board or administration, and respect the confidentiality of information that is privileged under applicable law, and





Remember always that my first and greatest concern must be the educational welfare of the students attending the public schools.
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