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Introduction to the Creating an Effective Governing 
Board Guidebook 

Purpose 
The word “govern” derives from a Greek word meaning “to steer a ship.” John Carver, an 
expert on board governance and the author of Boards That Make a Difference, writes, 
"Governance is not about budget lines, personnel issues and field trip approvals. It is 
about values and vision and strategic leadership. The re-invention of the school board 
calls for a new paradigm, a fresh reconstruction of what the work of the board is to be.” 
 
Like other organizations, charter schools often face challenges in building effective 
boards of directors.  Many charter schools report serious difficulty in creating and 
operating good working boards.  Tensions among board directors, conflict between board 
and staff, and non-functioning boards are among the problems that have plagued charter 
schools in many places.  The nonprofit world is rich with workshop opportunities and 
guides on nonprofit board effectiveness.  Local district boards of education usually are 
able to draw upon state and national school board associations for consultation and 
instruction.  However, there is little specific guidance on the development and 
effectiveness of charter school boards.   
 
The Creating an Effective Governing Board Guidebook offers charter developers 
information on how to prepare and sustain board directors to lead an autonomous public 
school.  It attempts to builds upon the best of nonprofit, district and private school 
governance training and resources.  
 

Why Effective Charter School Boards Are Critical To The 
Success Of The Charter School Movement 
 
The ability of the charter school to carry out its mission and vision depend on the strength 
of its organizational foundation.  A critical element of this foundation is the charter 
school board itself. The board carries the mission of the school into the community and 
brings the views of the community into the school.  Its importance to the health of the 
charter school and its financial base is primary.   
 
Charter schools, after all, are organizations.  While charter schools can be organized in 
different ways, increasingly they exist as independent, freestanding entities apart from the 
traditional public school system.  If we see a future for charter schools within the broader 
movement of school reform in America, we need to see ourselves as building 
organizations that will last, organizations that are healthy, thriving, and continuously 
learning and improving -- organizations that are capable of sustaining dramatic 
improvements in student achievement. 
 
The charter school governing board is a critical element in developing this kind of 
organization. Charter school boards will be one of the important places where a new 
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generation of school leadership develops and strengthens its skill base.  These leaders 
will have impact within the charter schools on whose boards they serve and they can have 
impact beyond charter schools in the broader community. 
 
Specifically charter schools need boards for some of the following reasons: 
 

• Boards fulfill a legal responsibility. A board of directors is a legal requirement 
for a charter school organized as a nonprofit corporation. Charter schools, as 
public schools, serve the public and do not operate for any individual's personal 
gain and they are eligible for special treatment, such as tax exemptions. The 
charter school is required to have a governing board to ensure that its operations 
continue to focus on serving the public.  

 
• Boards provide oversight functions. In exchange for direct and indirect 

financial assistance from the state and federal governments, state charter school 
legislation as well as nonprofit corporation law requires that a group of 
individuals voluntarily serve on a board of directors and act as guardians of the 
"public trust." This structure makes the school's management accountable to a 
diverse group of people who have the general interest of the charter school at 
heart, are not directly involved in the operational activities of the school, and, due 
to the voluntary nature of the board, can effectively provide financial oversight 
since no personal financial gain is involved.1 The ability of the board to remain 
objective is critical to its effectiveness in guiding the charter school.  

 
• Boards promote the charter school's mission. In addition to fulfilling legal 

requirements, a charter school needs a board of directors composed of individuals 
who support the school's mission, believe in it, and seek to promote it. 
Advocating for the charter school and its educational philosophy is an important 
function of the board and involves promoting the mission and goals of the charter 
school within the community and with the wider educational reform arena.  

 
• Boards help to raise funds. The ability to raise funds is an important measure of 

a board's effectiveness in serving a charter school. Board directors who are 
influential in the community can often successfully elicit major contributions 
from a variety of private and business sources. Building an active group of 
financial supporters who regularly donate money to the charter school will 
increase the resources available to implement the educational program, making it 
easier for the charter school to fulfill its mission and achieve its goals.  

 

                                                
1 In some states, board members of nonprofit organizations may be paid. Check with the charter school 
resource center or the office of the Secretary of State in your state to determine what the law requires and 
allows. 
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Structure Of The Guidebook 
 
The Creating an Effective Governing Board Guidebook contains thirteen chapters. Each 
chapter addresses a critical challenge facing charter school governing boards. Each 
guidebook chapter is structured to include the following components: 
 

• Basic principles, concepts and best practices relevant to the chapter topic. 
• Models of essential documents, procedures and practices gathered from charter 

schools and other relevant examples that will be applicable to the board of a new 
charter school. 

• Worksheets, diagnostic tools and planning forms that can be used to develop the 
relevant documents, procedures and practices. 

• Essential resources relevant to the chapter topic. 
 
The following table summarizes the guidebook structure, listing the chapter title and 
critical board building challenge in the left column and corresponding key concepts and 
best practices in the right column: 
 

Chapter and Critical  
Board Building Challenges 

Key Concepts and Best Practices 
Relevant to Chapter 

Chapter 1 - Building the Foundation for an 
Effective Charter School Board - How does 
a charter school board clearly define its roles, 
responsibilities and philosophy of 
governance? 

• Written description of board roles and 
responsibilities. 

• Formal process for board director 
development led by a board development 
committee supported by the full board of 
directors. 

Chapter 2 - Identification and Recruitment 
Of Board Directors - How does the charter 
school board recruit board directors that are 
committed to the charter school and possess 
skills, knowledge and other attributes needed 
in order for the board to effectively carry out 
its responsibilities?  

• Written job description for individual 
board directors. 

• Clear recruitment priorities based on 
analysis of current board and future skills 
and knowledge needs of the board. 

• Commitment to personal contact with 
prospective board directors. 

• Formal orientation sessions to provide 
critical information before individuals 
are brought on to the board of directors. 

Chapter 3 - Orientation and Training Of 
Board Directors - How do charter school 
board directors acquire the skills and 
knowledge they need to be effective leaders 
and decision-makers?  

• Formal training and orientation based on 
skills and knowledge board directors will 
need to be effective.  

• Use of written board director manual. 

Chapter 4 - Board Decision-Making - How 
does the charter school board make effective 
decisions?  
 
 

• Use of decision-making flowchart. 
• Formal process for policy development 

by the board. 
• Decision-making matrix to communicate 

roles and responsibilities in decision-
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making. 
• Functioning executive committee. 
• Organizational dashboard to gauge 

charter school progress and 
effectiveness. 

• Providing the board with the necessary 
information to make effective decisions. 

• Use of a board book that contains agenda 
and information packet in advance of 
board meetings. 

Chapter 5 - Board Role In Strategic 
Planning And Thinking - How can the 
charter school board organize itself in order 
to function as an effective, future-focused 
leadership team?  

• Commitment to and active role in, 
strategic planning. 

• Building dialog on critical issues into 
every board meeting. 

Chapter 6 - Legal And Financial 
Responsibilities Of Boards - How does the 
charter school board carry out its legal and 
financial oversight responsibilities?  

• Well-written, up-to-date bylaws and 
other governance documents. 

• Standards of conduct for board directors. 
• Financial oversight and risk management 

policies and procedures in place. 
Chapter 7 - Board-Staff Relations - How 
does the charter school board build and 
maintain an effective, mutually supportive 
working relationship with the charter school 
administrator?  

• Clarity regarding distinct roles and 
responsibilities of the board and the 
charter school administrator. 

• Effective process for hiring the charter 
school administrator. 

• Annual administrator performance 
review process. 

Chapter 8 - Board-Community/Parent 
Relations - How does the charter school 
board maintain strong parent and community 
relations?  

• Formal plan for parents, family and 
community involvement. 

• Use of advisory committees. 
• Board leadership in building community 

collaborations and alliances. 
Chapter 9 - Board Director Motivation 
And Accountability - How does the charter 
school board foster and maintain a high level 
of board director motivation and 
accountability?  

• Annual board self-evaluation process. 
• Commitment to board director 

recognition and appreciation. 
• Personal goal setting by board directors. 

Chapter 10 - The Board at Work: Effective 
Committees - How does the board develop 
and maintain a committee structure that 
enhances its overall effectiveness?  

• Written job descriptions for all 
committees. 

• Annual committee calendar of major 
decisions and meetings. 

• Regular reporting to hold committees 
accountable. 

Chapter 11 - Board Role In Fund-Raising - 
How can the charter school board play an 
effective role in fund-raising?  

• Fund-raising responsibility as a formal 
expectation of board directorship. 

• Standing board fund-raising committee. 
• Training to support the board’s role in 

fund-raising. 
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• Annual fund development plan that 
incorporates a variety of fund-raising 
strategies. 

Chapter 12 - Board Self-Assessment - How 
does the charter school board continuously 
enhance its effectiveness?  

• Use of formal board assessment surveys. 
• Use of the board retreats. 
• Development of formal plan for board 

improvement plan. 
Chapter 13 - Resources - Where can charter 
school boards find the resources needed to 
continuously enhance their effectiveness?  

• Utilize a variety of local, state, and 
national resources for board 
development. 

 

A Few Points to Consider . . . 
 
It Takes Time to Build an Effective Charter School Board 
There is no getting around it: developing effective boards requires a serious time 
commitment. Already busy charter school developers and organizers will find it hard to 
make this commitment. However the investment of time and energy creates a board that 
becomes a self-renewing resource that adds value to the charter school. 
 
“They’re Only Volunteers?” 
One of the key assumptions throughout the governance guidebook is that the volunteer 
status of board directors can never be used as excuse for lack of performance.  The very 
success of the charter school, which is to say the success of children, requires a “no 
excuses” commitment on the part of the board -- the same commitment by the way the 
charter schools expect from their paid professional staff. While it is absolutely true that 
some of our board directors, especially those who are low income and/or single parents, 
face major challenges of their own in their personal and working lives, the charter school 
board must, nonetheless, expect a commitment and a level of performance commensurate 
with the considerable authority that a board exercises.  In the same way the charter school 
will look for ways to overcome external barriers to student learning, the charter school 
board must commit itself to removing barriers to high-performance by the board of 
directors.  The success of the charter school -- in fact the success of the charter school 
movement -- rests on the success of the charter school board. 
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The Approach 
 
This guidebook assumes a nonprofit board of directors’ approach.  Some charter schools 
may not be quite like this -- they may have more hands-on “working boards" in which 
members are also involved in day-to-day operations of the charter school, or you may be 
part of some broader corporate entity.  In any case, the material in this guidebook should 
be somewhat applicable because the same fundamental issues are going to exist for any 
school. For a fuller description of the “nonprofit” model of governance, see Chapter 1. 
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Chapter 1: Building the Foundation for an Effective 
Charter School Governing Board 
 
Critical Board Building Challenge: How does a charter school board clearly define 
its roles, responsibilities and philosophy of governance? 

Common Governance Problems Facing Charter Schools  
 
According to Dr. Chenzi Grignano, director of the Charter Schools Project at Duquesne 
University, charter schools have been plagued by some of the following governance 
problems:2 
 

1. Meddlesome boards who become entangled with issues normally entrusted to 
administrators or teachers 

2. Unstable leadership by founders who prove better at articulating a vision than at 
actually running a school 

3. Internal dissension, often exacerbated by insufficiently clear division of roles and 
responsibilities 

4. Lack of professional competence in financial, managerial, or administrative areas 
5. Difficulty in balancing input among various stakeholder groups 
6. Exhausting volunteers (including board directors) by expecting too much of them 

 
This governance guidebook will provide practical information, tools and techniques to 
address these and other governance problems.  In many cases, the guidebook will offer 
concrete suggestions for structuring the charter school governing board and selecting 
operating procedures that prevent many of these problems from arising in the first place. 
 

Barriers To Board Effectiveness 
 
In addition to the problems that plague charter schools, there are a number of additional 
factors that help to explain why some boards don't function effectively.  Taken together, 
these factors provide a checklist for assessing a board and identifying problem areas.  
Examining these barriers to board effectiveness can be the first step in revitalizing an 
existing charter school board or building an effective board from scratch. Let's take a 
look at some of them now: 
 

• Temptation to micro-manage.  Practically everyone can share hair-raising 
stories about boards that spent untold hours discussing trivial subjects while 
neglecting major agenda items deserving their more careful deliberation.  It is 
critical that the board focuses its attention on issues of critical importance to the 

                                                
2 Grignano, Chenzi,  Guidance for Charter School Operators, Charter Schools Project, Duquesne 
University, 1999. 
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charter school.  In order to do this, the board must avoid the temptation to micro-
manage or meddle in lesser matters or in areas that are more appropriately 
handled by the charter school administrator and other staff.  A board, meeting 
monthly for two hours, has approximately 24 hours of meeting time per year to 
make all of the major decisions as well as address critical issues that come before 
it unannounced.  It is simply impossible to do an effective job within those 24 
hours of meeting time, even if only a few hours are wasted on less important 
matters. 

 
• Ineffective nominating committee. Many boards lack an effective nominating 

committee.  We need to remember that the work of the nominating committee has 
lasting impact on the charter school -- and this committee's work determines who 
board leaders will be for many years into the future.  The nominating committee 
should be well organized, have a clear sense of recruiting priorities as well as 
expectations for individual board directors. These elements are frequently missing 
in many charter schools. If the nominating committee, sometimes called the board 
development committee, is poorly organized, board directors in turn are not likely 
to have a good understanding of the charter school and their role as board 
directors.  

 
• No plan for rotation. Another problem is the lack of a plan for orderly rotation of 

board directors on and off the board. Frequently, there is bylaw language that 
specifies regular rotation.   Sometimes the bylaws requirements are overlooked 
out of fear that new board directors will not be found. If the same people serve 
year after year, there is no way for new blood and new ideas to come into the 
board. Despite their sense of commitment, these same people will make the 
charter school a "closed organization." Rotation prevents the ingrown 
possessiveness sometimes found on self-perpetuating boards. In a time of rapid 
change, the presence of new people who bring a fresh perspective will promote 
creativity and innovation in board decision-making. 

 
• Failure to remove unproductive members.  Another problem that leads to poor 

performance is the failure to remove unproductive board directors. People who 
are not carrying out their commitments as board directors become major blocks to 
overall board effectiveness. Again, there is usually bylaw language that specifies 
a consequence for lack of performance --- usually failure to attend a certain 
number of meetings.   Beyond this formal bylaw mandate, there needs to be a 
process for evaluating board director performance and making recommendations 
regarding their future service with the board.  

 
• Too small. Sometimes the charter school board is ineffective because it is simply 

too small in number. When we consider the awesome responsibilities of board 
leadership, it's easy to see why we need enough people to do the work.  The ideal 
number of board directors is the smallest number that allows the charter school 
board to be effective.  While it is difficult to specify an appropriate size for all 
charter school boards, in general, a board should range in number from 11 to 21 
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members. The board’s organizational structure will also have bearing on the board 
size.   For example, if there are a large number of committees, the board will need 
to have more members than one that has fewer committees. We need enough 
members to lead and form the core of the committees and, in general, share in the 
other work of the board.  We also need sufficient numbers to reflect the desired 
diversity in the board as well as assure the range of viewpoints that spurs 
innovation and creativity in board planning and decision-making. Often board 
ineffectiveness is ascribed to size. The experience of many organizations’ boards, 
including charter school boards, suggests that even a larger board can function 
effectively if it has a skilled chairperson, a well-designed agenda and well-
prepared board directors who have received adequate information in advance of 
meetings. 

 
• Lack of functioning committee structure.  The lack of a functioning committee 

structure is another reason why boards fail to perform at an acceptable level.  
While it is true that major decisions are made in board meetings, it is also true is 
that most of the work that supports and implements full board decision-making 
occurs at the committee level.  If the board has a committee structure that 
functions inadequately, this can lead to poor performance in general. 

 
• No strategic plan.  The lack of a strategic plan, in most cases, will also lead to 

poor board performance.  If the charter school lacks a strategic plan that provides 
clear direction -- so critical in this period of rapid change -- the board can spend 
significant amounts of time talking about topics that simply don't matter.   Related 
to the absence of a strategic plan is the lack of a long-range program delivery and 
financial development plan that will advance the strategic plan. 

 
• No plan for orientation of new and old members. Charter school boards can 

also fail because they have no plan for orientation of new and old members. 
Deliberate thought is rarely given to the matter of blending new and old board 
directors into a well-functioning team. Related to this, is the lack of a formal plan 
of board training and education to continually upgrade the level of board skills 
and knowledge. 

 
• No proactive plan to manage founder’s syndrome. Founder syndrome refers to 

the dynamic that develops when the founding leader(s) of the charter school, 
whose vision, high-energy and personal charisma was critical to organizing and 
launching a new school, becomes a block to the continuing growth and 
development of the charter school.  This "syndrome" is observable in other 
organizations, both nonprofit and for-profit alike.  Each developmental stage of a 
charter school -- pre-organizing, preparing the charter application, launching the 
school, early years of operation -- require different skills, expertise, leadership 
styles, and personal qualities.  The conflicts that arise are patterned and 
predictable, and yet, most of the time, nothing is done to manage the very 
necessary transition to a more stable and structured leadership team.  The results 
are well known, sometimes leading to the early demise of what would otherwise 
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have been a great school, other instances resulting in a long, slow, steady drain of 
energy and goodwill that lessens the long-term prospects for success.   

 
This view has some support in the research on charter schools by Loveless and 
Jasin (1998) who point out that starting a charter school requires founders to 
master two primary challenges: first, essential resources must be found (facilities, 
start up funds, staff, etc.); and second, governance and administrative structures 
must be established. In particular, these administrative structures need to be 
established in a way that allows the school to evolve into a 'formal' organization. 
In other words, one of the challenges for the school is to move from a small, 
informal organization based largely on the entrepreneurial skills of one to two 
original founders to a larger, more complex school which operates by formal or 
established policies and which involves a broad representation of the 
organization's members. We will talk more about founder’s syndrome and its 
relation to charter school board development later in Chapter 1. 

 
Some of the challenges described above will be painfully familiar, even to charter schools 
that are relatively new. To some degree, most charter schools and other organizations 
with governing boards encounter them. The good news is that all of these problems are 
preventable. Future chapters of this guidebook will explore basic tools and techniques 
that have proven helpful to boards in addressing the barriers discussed above.  
 
And there is more good news: because charter schools are relatively new organizations, it 
will be much easier to establish effective board practices from the beginning. In the 
future, knowledge of these best practices will enable charter school developers to imbed 
some or all of these practices into the very design of the charter school before it even 
opens its doors. So there is great reason for hope! 
 

Designing your Charter School Governance Structure: 
First Steps 

Developing a Governance Structure 
 
According to the Northwest Regional Educational Laboratory (NWREL), the first 
priority in developing a functioning governance structure should be to review your 
charter contract for governance requirements.  While taking these requirements into 
account, the governance structure should be tailored to your school's vision, mission, and 
goals.  Every board has the responsibility to develop its own structure, policies, and 
procedures consistent with applicable laws, requirements of the charter authorizing body 
as well as the governance philosophy of the charter school leaders. At the same time, 
charter school experience to date suggests some characteristics of effective governance 
structures. 
 
The Center for School Change at the University of Minnesota conducted a national 
review of charter school governance that is a good starting point for thinking about the 
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details of the governance structure for your charter school.  The sample consisted of 30 
charter schools from nine states that were interviewed to uncover key elements of 
successful structures that were common among schools demonstrating improved 
achievement as measured by standardized tests and other forms of assessment.3  These 
schools: 
 

• Adopted a structure that reflects the school's mission, goals, and objectives 
• Designed a structure that reflects the state charter law 
• Used some form of shared decision making 
• Created at least one committee/council to address specific issues such as 

curriculum, finance, and staff development 
• Produced a document that explains which decisions are made by whom (i.e., 

governing board, administrator, committee/council) 
• Involved a variety of people in the governing board or in committees/councils 
• Employed board training seminars, conferences, and/or retreats 
• Selected board directors who shared the school's mission 
• Focused on generating a vision and plan for school improvement 
• Had relatively simple organization, without multiple levels of bureaucracy 
• Were flexible and able to adapt to changing situations 
• Stayed true to the mission, vision, or purpose 
• Considered the clients' (students') needs at all times 

 
 
In the introduction to the Charter School Governance Toolkit, Laurie Gardner and Eric 
Premack pose four essential questions that have to be answered in the design of a charter 
school governance plan: 
 

1. What powers does a fully vested governing board of an organization have? 
2. How much power do we want our charter school governing board to have? 
3. Who will have this power? 
4. How will the power be exercised?4 

 
To some degree, these questions will have been answered in the required description of 
charter school governance included in the application to the charter authorizing body. For 
most charter schools, additional detail will need to be added to the governance plan 
before the charter school opens. Further work will be completed in the first year of 
operation.  
 
 
 
 

                                                
3 Cheung, S. & Nathan, Joe, What Works?  Governing Structures of Effective Charter Schools. The Center 
for School Change at the University of Minnesota 
4 Gardner, Laurie, and Premack, Eric, Charter School Governance Toolkit, published by Charter Schools 
Development Center, 1999. 
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Three Dominant Models Of Charter School Board Governance  
 
Gary R. Gruber, Ph.D., a consultant with Carney Sandoe & Associates in Santa Fe and a 
moderator of the USCS governance discussion group5, offers a description of the three 
dominant models of governance that prevail in the majority of charter schools in 
operation today. According to Gruber, there are advantages and benefits in each as well 
as issues that can arise because of disagreements, lack of clear policies and procedures, 
faulty communication, inadequate planning and forecasting, different or unclear 
expectations, and lack of agreement regarding operations. These models exist on a 
continuum and are not mutually exclusive.  Some schools combine elements from each 
model. The description of the three models below draws on Gary Gruber’s writing on the 
subject as well as the governance model of Leadership High School in San Francisco. 
 

1. School committee or council composed of parents, teachers, administrators 
and others.  

 
This model draws inspiration from school shared decision-making structures and site 
based management councils that have operated in various forms in traditional district 
public schools. According to Gruber, this model may be among the most democratic and 
representative as it is inclusive, fully representational and delegates management and 
oversight to one or more of its members. Those in charge have a clear understanding of 
procedural matters and full inclusion in the decision-making process is essential for this 
model's effectiveness. Shared leadership with a division of labor according to talent and 
expertise is seen as the best way to serve the needs of students, families and the 
community as a whole. The committee or council meetings are usually open to the 
community and anyone is welcome to attend. This spirit of openness and inclusion are 
guiding principles in this form of governance and in many cases decisions are reached 
through consensus rather than taking a formal vote. Members may be elected and/or 
appointed by various groups (teachers, parents, administrators, school district officials, 
union representatives and others) and serve at the pleasure of those constituents. They 
may have defined or rotating terms of service so that others may participate in the 
governing process. Among the criteria for membership is the desire to implement the 
mission of the school and the commitment to be actively involved in the decision making 
process that bears responsibility for the success of the program.  
 
 

1. A board of directors with a structure of officers, by-laws, and delegation of 
management to a principal, chief administrator/director or head of school.  

 
This model draws inspiration from the approach to board governance traditionally found 
in nonprofit organizations. In this model, there is a clear distinction made between the 
governance work of the board of directors and the administrative/management work of 
the paid staff.  

                                                
5 Go to: http://www.uscharterschools.org/cs/uscsp/forum/cs_disc/16 
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In this model, the charter school is a legally incorporated entity governed by state statutes 
and IRS regulations governing nonprofit, tax-exempt organizations. The board of 
directors is responsible for governing the school.  The Trustees each have a personal 
fiduciary duty to look out for the long-term well being of the school.  The Board is 
responsible for addressing major matters including: setting the school’s general policies 
and overall curriculum policies; approving and monitoring the annual budget and 
financial procedures; fund-raising; hiring and evaluating the school’s principal; 
approving personnel policies and monitoring their implementation by the principal; 
assuring that the charter school fulfills its charter contract; and, strategic planning. 
 
The board is composed of a broad cross-section of the school community and 
community-at-large and, in addition to professionals and community leaders. In some 
charter schools, the board will also include the principal, representatives of teaching staff, 
students and parents leadership. The board generally meets as a whole on a monthly 
basis.  It operates through various committees, including an executive committee 
consisting of officers elected to manage the board and help monitor school policies.   
 
The board is not involved in handling the day-to-day details of running the school, 
dealing with specific personnel issues, or addressing individual student needs.  Consistent 
with the best practices of nonprofit corporation management, the board delegates the 
responsibility for running the charter school and implementing the board’s policies to a 
principal or charter school administrator.  Where appropriate, the charter school 
administrator will delegate some responsibility to other administrators, teachers, and 
students. 
 

1. Owner/Operator, either non-profit foundation or for-profit, with or without 
a board or committee.  

 
In some cases, in this model, an advisory committee functions to provide information and 
support or a board of directors of the corporation or foundation serve in that capacity. 
Often a larger holding group or company may operate several schools in different 
locations but still depend upon a local group for advice and guidance. However, decisions 
rest with the chief executive officer who is the one responsible for the operation of the 
school. This individual is hired with a job description that outlines areas and lines of 
responsibility and accountability. This model follows a more structured chain of 
command that is akin to a business/corporate model of organization. The flow of 
responsibility follows a chart in which responsibilities are assigned or delegated to 
specific departments. The managers or directors of those divisions are accountable for 
what happens within their respective department or division.   
 
The Creating An Effective Governing Board Guidebook is based on the second model.  
The tools and techniques presented can be applied, with modifications, to the other 
models of governance described above. Regardless of the governance model selected, 
board director recruitment, orientation, ongoing training, committee development, 
meetings, policymaking, and other elements of board effectiveness will be greatly 
enhanced through the use of the practices covered in the following chapters. 
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Grounding the Charter School Board in a Solid Model of 
Governance: Fundamental Assumptions  
 
There are a number of fundamental assumptions about effective governance that serve as 
the foundation for the Creating An Effective Governing Board Guidebook.  These 
assumptions may challenge present governance practices of some charter schools. As was 
noted in the previous section though, some of the strengths of the nonprofit board 
governance approach can be useful to every charter school.  
 
An effective system of board governance is organized around the following principles: 
 

1. Distinction between governance work of the board and management work of the 
staff 

2. Ends/means distinction with a bias in favor of high impact decision-making. 
3. Clarity about who does what (specifically what does the board do and what does 

the staff do) 

Distinction Between Governance And Management 
 
The approach to governance in many charter schools has been influenced by the previous 
experience of parents, teachers, students, administrators and others who "learned" 
governance in the traditional public school system. Governance practices in some charter 
schools, as in other public schools, tend to mix the functions of board governance with 
parent and community involvement strategies, charter school management and 
administration, shared decision-making, and teacher empowerment.  The approach in this 
guidebook is to first separate these distinct functions, roles and activities from charter 
school board governance and then describe ways to link them effectively with each other. 
 
At the risk of over simplifying a complex subject, a clear distinction must be made 
between "governance" and "management.”  In an effective charter school, there will be 
strong links between governance and management.  At the same time, there are important 
differences between matters of governance -- such as making decisions on major policy 
making or setting overall direction of the school and matters of management -- the 
effective allocation and deployment of the school’s resources on a day-to-day and month-
to-month basis in order to achieve the vision and major goals of the school. 
 
The board has a number of major decisions and actions to take. Some of these occur 
annually; for example, approving the budget, reviewing the performance of the charter 
school administrator, and monitoring student achievement.   The board has limited time 
in which to make them.   It is for this reason that it is so important for boards to use their 
time well and for board structures and procedures to point them toward major decision-
making and away from distractions and lesser matters.   It is important to emphasize that 
board meeting time is a limited resource and this resource should be allocated to making 
major decisions and developing policies for the charter school. 
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The charter school board then, must focus its attention on major decisions – monitoring 
school progress toward meeting the student achievement and other objectives agreed to in 
the charter contract, budget approval, school-wide policies, strategic planning, charter 
school administrator appraisal and support. These broader decisions create the space or 
playing field for board committees, the charter school staff led by the administrator, and 
volunteers to plan and implement actions in their respective areas of responsibility. 
Autonomy is granted within the boundaries created by board decision-making in the 
major areas noted above. The charter school board should not micro-manage or meddle in 
decision-making that is best done by those responsible for the development and delivery 
of educational programs and support services on a daily basis. Whenever possible, the 
board should effectively delegate implementation responsibility with clear instructions 
and/or suggestions to its committees or the charter school administrator, so that the board 
can continue to maintain a focus on the big picture This governance framework is 
illustrated in the chart entitled “Charter School Governance Framework” in this chapter’s 
Tools Section. 

“Ends” And “Means” Distinction 
 
John Carver, author of Boards That Make A Difference, has popularized the distinction 
between “Ends” and “Means” in his model of board policy governance.  According to 
Carver, it is the board’s responsibility to prescribe or determine what he refers to as the 
“ends” and stay away from the “means” except to say what is unacceptable.  In Carver's 
view, ends policies and decisions have to do with three things: the charter school’s results 
or outcomes (educational achievement at a level acceptable to the charter school 
leadership and the charter authorizing body as specified in the contract), the recipients of 
those results (children attending the charter school), and the costs to achieve those results. 
“Means” refers chiefly to the approaches or methods used by staff to achieve the ends 
determined by the board.  
 
While a literal interpretation of Carver might appear to many charter schools to be 
unworkable, his important work has helped boards of all kinds to focus more on major 
policy and decision-making and to avoid spending time on more detailed matters that are 
best left to staff, or the board's committees.  This focus on “ends” policy and major 
decision-making greatly increases the level of the board’s effectiveness. Charter school 
boards will benefit from an examination of the Carver model even if they decide that the 
model as a whole does not meet their needs.6 The governance framework chart in the 
Tools Section of this chapter illustrates this distinction between “ends” on the one hand, 
and the “means” used to achieve the ends on the other.  
 
According to Carver, it is also the board’s responsibility to set “executive limitations”. 
Paul Shay, Executive Director of Canada World Youth describes the purpose of 
                                                
6 For a good summary of some of the perceived advantages and disadvantages of the Carver model, go to 
the Canadian Centre on Philanthropy, 
http://www.ccp.ca/information/boards_of_directors/governance/fc242.htm. It should be further noted that 
the Carver model may not work well if there are not enough “staff” to whom responsibilities can be 
delegated. 
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executive limitations: “A board delegates responsibility for the achievement of the ends 
to the CEO (charter school administrator), and provides parameters on the acceptable 
means that the CEO and other staff can use. By providing parameters on what the 
administrator cannot do instead of telling the CEO what to do, the board empowers the 
CEO and staff to choose the most successful, creative and cost-effective means within the 
parameters. The board is saying, "Find the best way to achieve these ends, but stay within 
these boundaries." The boundaries allow the board to clarify what level of risk it finds 
unacceptable and what ethical standards it insists upon”. For more information of the 
Carver governance model, see Carver resources listed in the Tools Section of this chapter 
and in Chapter 13 as well. 
 

Clarity and Agreement About Who Does What  
 
As was pointed out earlier, many problems arise when there is a lack of clarity regarding 
roles and responsibilities between the board and staff of the charter school. 
 
An effective governance model requires that everyone is clear and in agreement about 
their roles and responsibilities.  As noted above, there are numerous examples of charter 
schools having difficulties because of disagreements regarding responsibilities of board 
and staff.  An effective governance model will require clear and detailed descriptions of 
the roles and responsibilities of the board, its committees, its officers, and staff.  Included 
in this guidebook are sample job descriptions and commissions for each of these groups. 
 
 

Specific Roles And Responsibilities Of The Charter 
School Board  
 
The National Center For Nonprofit Boards has developed a list of the basic roles and 
responsibilities of board directors.7   This list can serve as a guide for charter school 
governing boards as well:  
 
1. Determine the charter school’s mission and purpose. A statement of mission and 

purpose should articulate the charter school’s goals, means, and primary constituents 
served.  It is the board of directors' responsibility to create the mission statement and 
review it periodically for accuracy and validity.  Each individual board director 
should fully understand and support it.  

 
2. Select the charter school administrator. Boards must reach consensus on the 

charter school administrators’ job description and undertake a careful search process 
to find the most qualified individual for the position. 

 
                                                
7 Ingram, Richard T., Basic Responsibilities of Nonprofit Boards, National Center for Nonprofit Boards, 
1996. 
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3. Support the charter school administrator and review his or her performance.  
The board should ensure that the charter school administrator has the moral and 
professional support he or she needs to further the goals of the charter school.  The 
charter school administrator, in partnership with the entire board, should decide upon 
a periodic evaluation of the administrator’s performance. 

 
4. Ensure effective organizational planning.  As stewards of the charter school, the 

board must actively participate with the staff in an overall planning process and assist 
in implementing the resulting plan. 

 
5. Ensure adequate resources.  One of the board's foremost responsibilities is to 

provide adequate resources for the charter school to fulfill its mission.  The board 
should work in partnership with the charter school administrator and development 
staff, if any, to raise funds from the community. 

 
6. Manage resources effectively.  The charter school board, in order to remain 

accountable to the charter granting entity, parents and students, its donors, the public, 
and, in the case of a separately incorporated nonprofit, to safeguard its tax-exempt 
status, must approve the annual budget and ensuring that proper financial controls are 
in place. 

 
7. Determine and monitor the charter school’s programs and services. The board’s 

role in this area is to determine which educational programs and services are the most 
consistent with the charter schools mission, and to monitor their effectiveness. 

 
8. Enhance the charter school’s public image. A charter school's primary link to the 

community, including constituents, the public, and the media, is the board.  Clearly 
articulating the organization's mission, accomplishments, and goals to the public, as 
well as garnering support from important members of the community, are important 
elements of a comprehensive public relations strategy. 

 
9. Assess its own performance. It is the board’s responsibility to ensure that the total 

organization is effective in achieving its mission and efficient in using its resources. It 
should begin this annual discussion by evaluating its success as a board. By 
evaluating its performance in fulfilling its responsibilities, the board can recognize its 
achievements and reach consensus on which areas need to be improved.   
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Matching the Role of the Board with the Charter School’s Stage 
of Organizational Development 
 
New charter schools typically start out with a small number of students, a small budget, 
and few staff. These start-up charter schools may have a number of founding leaders and 
other outside advisors who help the charter school administrator plan and implement the 
educational program and make operational decisions. At some point, the charter school 
begins to formalize its relationship with founding leaders and outside advisors by creating 
a managing board, school steering committee or board of directors. In the early years, the 
board is often composed of the founding members of the charter school who work on a 
volunteer basis, often in a “hands-on” fashion.  However, as the charter school grows, its 
needs inevitably change. More mature charter schools serve a larger number of students 
and may begin to operate a variety of family support programs as well. They manage 
large budgets and employ greater numbers of staff. These more mature charter schools 
require the input of a larger board composed of members with the special skills needed to 
establish and shape the mission and policies of the charter school in order to sustain long-
term growth. The following table presents a brief summary of the different types of 
boards that are appropriate for charter schools at the three different levels of 
development.  
 
Stage of Organizational 
Development 

Stage of Charter 
School 
Operation 

Type of Board Board Functions 

Emerging Stage Pre-charter 
application; design 
of the charter 
school 

Informal group of 
founders and other 
community 
volunteers  

Works directly with 
staff that carries out 
the daily work of 
operating the 
school.  

Growth/Consolidation Stage Charter granted; 
school opens 

More formal 
advisory board or 
small board of 
directors  

Oversees 
development of the 
charter school's 
mission, policies, 
and operations.  

Sustainable/Mature Stage Ongoing operation; 
charter contract 
compliance; 
renewal of contract 

More formal board 
of directors with 
established sub-
committees 

Shapes mission and 
policies, raises 
money, and 
oversees the charter 
school's financial 
and educational 
performance. 

 
The charter school developers will need to plan for the orderly transition from the 
emerging or planning stage to the growth or operational stage of development that begins 
when staff is hired and planning members take on new roles as staff, teachers and/or 
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board directors. According to the Northwest Regional Educational Laboratory (NWREL), 
Charter Starters Leadership Training Academy, here are some questions to consider:8 
 

• What is the relationship between founders, the board, and day-to-day operators? 
• Do all the founders want to remain involved in the school and if so, do they want 

to serve on the governing board, or as non-board school volunteers or do they 
want to become members of the paid staff? 

• How will new board directors be recruited as the some or all founders leave the 
governing board in the future? 

• What skills and areas of expertise are needed in different stages of development? 
• Will the board be able to maintain the workload of a committee of the whole or 

will the board need to establish standing committees as the school grows? 
• In some charter school startup situations, how will the board transition from 

operational/managerial tasks to governance, policy development and strategic 
planning? 

 
On the last point, though, NWREL offers the some important suggestions: In the earlier 
stages of development, it may be more common for the board to engage in more 
managerial tasks.  However, as the board matures, it is to the benefit of the school to shift 
the focus of the board to policy development and strategic planning.  This allows the 
board to govern and the administrators to manage.  This will keep current board directors 
more fully engaged as it aids in alleviating boredom, conflict, and frustration that can 
occur from a board that gets tied into managing the day-to-day routine tasks.  Board 
directors who focus on policy and strategic planning often feel more interested and 
intrinsically satisfied as their skills are more fully utilized.  
 
 Suggestions for ways to help the board stay strategically focused include: 
 

• Define clear expectations for the board.  Written descriptions of the board's basic 
responsibilities can help solidify the role of the governing board. 

• Create clear expectations for the charter school administrator or principal. 
• Structure meetings to direct the board's attention to matters of policy and strategy.  

This can be done through a clear agenda. 
 

Board Development As A Process 

Basic Elements Of Board Development 
Development of an effective governing board is an essential component of building an 
effective charter school.  It is a responsibility that the charter school developers need to 
view as one of their top priorities.  Experience demonstrates that boards that dedicate 
themselves to a planned and systematic approach to board development have the most 
success and face fewer problems. And a charter school board that isn’t pre-occupied with 

                                                
8 Northwest Regional Educational Laboratory (NWREL), Charter Starters Leadership Training Academy 
Workbook 1999. Module 4: Management and Governance 
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internal problems can devote more energy to enhancing student achievement. The steps 
in the development of an effective governing board include: 
 

• Nominations and recruitment -- the process of identifying the right individuals 
to meet the needs of the charter school, helping them understand their roles and 
responsibilities, and convincing them to become part of the board. 

 
• Orientation -- the steps taken to give new board directors the information they 

need to carry out their roles and responsibilities effectively. 
 

• Training -- the regular, ongoing efforts to build new skills and knowledge among 
the existing board directors to enhance performance. 

 
• Evaluation -- the annual task of evaluating individual board director performance 

as well as the effectiveness of the board as a whole. 
 

• Recognition -- the ongoing process of recognizing the work and accomplishments 
of board directors to the work of the board and to the charter school. 

 
In the Tools Section of this chapter, there is a chart depicting the annual board 
development sequence that shows the relationship in time among these five activities. 
 
Each of these elements in the board development process is critical.  For this reason, the 
board needs to establish a board development committee with responsibility for seeing 
that each element is in place. The role of this committee is defined in the next section. 
 

Critical Role of the Board Development Committee 
 
Throughout this guidebook, the critical role of the board development committee will be 
emphasized.  A sample job description for this important committee is included in 
Chapter 10 - The Board at Work: Effective Committees.  Here are some responsibilities 
of the board development committee: 
 

1. Develop board director criteria that express recruitment priorities in terms of 
skills, knowledge, contacts and resources sought after by the charter school board. 

2. Recruiting potential board directors. 
3. Present potential board directors to the board (or if the bylaws mandate an 

election, this committee prepares the slate of candidates in accordance with the 
bylaws) 

4. Provide orientation of potential and new board directors. 
5. Provide training and continuing education for all board directors. 
6. Provide regular recognition to board directors. 
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Critical Role of the Full Board  
 
In addition to the critical roles played by the board development committee, the full 
board has a number of responsibilities in building an effective charter school governing 
board.  They include: 
 

1. Approve board director criteria initially developed by the board development 
committee. 

2. Elect or appoint members to the board (except in cases where the bylaws mandate 
an election of board directors.) 

3. Terminate members for failure to perform adequately (in accordance with 
authority granted in the bylaws). 

4. Establish a board development committee. 
5. Ensure nomination an election of officers, again in accordance with authority 

granted by the bylaws. 
6. Ensure an effective nomination process for new board directors. 
7. Ensure the valuation of collective board effectiveness and individual board 

director effectiveness. 
8. Rotates board leadership positions to assure continuing leadership development 

and to foster innovation and fresh thinking on the part of board directors. 
 
All of these responsibilities will be described in more detail in the following chapters of 
the governance guidebook 
 
Building an effective charter school board is a process. Most assuredly, things don't 
change overnight in organizations. It takes a commitment on the part of the leaders of the 
board and the charter school administrator to make it happen. Experience suggests that it 
can take 2-5 years to create an effective, self-renewing governing board. If the 
commitment is present, dramatic improvements in existing boards are possible almost 
immediately by applying the proven practices, tools and techniques that follow. In charter 
schools that have yet to open their doors, it’s possible to build these practices into the 
governance design from the beginning, thus avoiding many of the governance problems 
that now plague many established charter schools. 
 
Summary  
This governance guidebook has been developed with both the strengths and weaknesses 
of charter school boards in mind.  We consider areas of special importance for the 
development of effective governing boards, especially those in new and developing 
charter schools. We examine such topics as: clarity of roles and responsibilities among 
the board and staff, the need for a long term board director recruitment strategy, effective 
orientation and training, committee structures that enhance board effectiveness, decision-
making with a focus on major issues facing the charter school, forging strong working 
relationships between the board and staff, board accountability, and others. 
 
An effective board of directors is built upon a number of key practices.  The first is a 
thoughtful nominations and recruitment process that is viewed as part of a broader effort 
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to identify, involve, and develop board leadership.  The second is the presence of an 
executive committee that facilitates effective decision-making on the part of a board is a 
whole.  The third practice is establishment of a committee structure.  The fourth is a 
process for periodic evaluation of board performance.  These processes and structures 
reinforce each other and lay the groundwork for board effectiveness. 
 
The chapters that follow provide information, tools and techniques that will address these 
issues facing leaders wishing to develop effective charter school boards. 
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Chapter 1: Tools You Can Use 

Samples Of Foundation Documents  
• Sample Articles Of Incorporation For Charter Schools That Are Separately 

Incorporated Nonprofit Organizations. (Source: Leadership High School, San 
Francisco) 

• Bylaws Checklist (Source: Northwest Regional Educational Laboratory 
(NWREL) Charter Starters Leadership Training Academy Guidebook, Module 4 
Governance and Management) 

• Sample Bylaws (Source: Leadership High School, San Francisco) 
• For another set of sample bylaws provided by the Independent Schools 

Association of the Central States, go to 
http:/www.isacs.org/monographs/bylawsample.html. 

• Roles of the Board of Directors (Source: Management Cornerstones, Inc., 
Milwaukee, WI) 

• Charter School Board Governance Framework Chart (Source: The Center for 
Public Skills Training) – in separate file 

• The Annual Board Development Sequence Chart (Source: The Center for Public 
Skills Training) – in separate file 

Essential Resources for Defining Board Roles, Responsibilities 
and Governance Philosophy 

• Carver, John, Boards that Make a Difference: A New Design for Leadership in 
Nonprofit and Public Organizations.  Jossey-Bass, 1990  

• Carver, John, Reinventing your Board.  A Step-by-Step Guide to Implementing 
Policy Governance. Jossey-Bass, 1997. 

• Chait, Richard, How to Help Your Board Govern More and Manage Less.   
National Center for Nonprofit Boards, 1994.   

• Gardner, Laurie and Premack, Eric, Charter School Governance Toolkit, First 
Edition, Charter Schools Development Center, 1999. Section 1 includes a 
selection of sample foundation documents (bylaws and articles of incorporation 
that can be adapted to meet your charter school’s specific needs. 

• Ingram, Richard T., Basic Responsibilities of Nonprofit Boards, National Center 
for Nonprofit Boards, 1996. 

• Mathiasen, Karl, Board Passages: Three Key Stages in a Nonprofit Board’s Life-
cycle, National Center for Nonprofit Boards.  This publication is probably the 
only one that focuses in detail on how to understand, anticipate and manage 
Founder’s Syndrome. 

• Zeitlin, Kim Arthur, and Dorn, Susan E.. The Nonprofit Board’s Guide to 
Bylaws: Creating a Framework for Effective Governance, National Center for 
Nonprofit Boards.  This publication contains advice on the pros and cons of 
common bylaw language, a checklist of elements bylaws should contain as well 
as sample language. A diskette is available with 11 complete sample bylaws that 
can be easily adapted to meet your needs. 
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ARTICLES OF INCORPORATION of 
LEADERSHIP HIGH SCHOOL9 

 
Article I. 

 
The name of the corporation is Leadership High School. 
 

Article II. 
 
This corporation is a nonprofit public benefit corporation and is not organized for the 
private gain of any person. It is organized under the California Nonprofit Public Benefit 
Corporation Law for public purposes. The specific purpose of the corporation is to 
manage, operate, guide, direct and promote Leadership High School, and such other 
educational activities as the Board of Directors may define from time to time. 
 

Article III. 
 
The name and address of the corporation's initial agent for service of process is: 
Douglas T. Gneiser, Esq. 
Hancock Rothert & Bunshoft LLP 
4 Embarcadero Center, Suite 1000 
San Francisco, California 94111 
 

Article IV. 
 
The corporation is organized and operated exclusively to manage, operate, guide, direct 
and promote LHS, and to educate students, within the meaning of Internal Revenue Code 
Section 501(c)(3). 
 

Article V. 
 
Notwithstanding any other provision of these Articles of Incorporation, the corporation 
shall not carry on any other activities not permitted to be carried on (1) by a corporation 
exempt from federal income tax under Internal Revenue Code Section 501(c)(3) or (2) by 
a corporation, the contributions to which are deductible under Internal Revenue Code 
Section 170(c)(2).  
 

Article VI. 
 
No substantial part of the activities of this corporation shall consist of carrying on 
propaganda, or otherwise attempting to influence legislation, and the corporation shall 
not participate or intervene in any political campaign (including the publishing or 
distribution of statements) on behalf of any candidate for public office. 

                                                
9 9 State statues and state regulatory agencies detail what needs to go into the Articles of Incorporation. 
Check with your state’s charter school resource center and the office of the Secretary of State. 
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Article VII. 

 
The name and address of the person appointed to act as the incorporating director of this 
corporation is:  
Mark E. Kushner 
1 Sansome Street, Suite 2100 
San Francisco, California 94104 

 
Article VIII. 

 
The property of this corporation is irrevocably dedicated to the management, operation, 
guidance, direction and promotion of Leadership High School, and the education of 
students, and no part of the net income or assets of the organization shall ever inure to the 
benefit of any director, trustee, officer or member thereof or to the benefit of any private 
person. 
 
In the event of the dissolution of the corporation for any reason, any assets of the 
corporation remaining after compliance with applicable provisions of the California 
Corporation Code shall be distributed by the corporation to another nonprofit benefit 
corporation whose primary purpose is education. 
 
Dated: August 8, 1997 
 
Mark E. Kushner, Director 
 
We, the above mentioned initial directors of this corporation, hereby declare that we are 
the persons who executed the foregoing Articles of Incorporation, which execution is our 
act and deed. 
 
Mark E. Kushner, Director  
 
 



 

 32 

Bylaws Checklist10 
(Source: Northwest Regional Educational Laboratory) 

 
 

 In Development Developed N/A 
1. Offices    
    
2. Purpose    
    
3. Members    
3.1 Members    
3.2 Associates    
    
4.  Directors    
4.1 General Powers    
4.2 Specific Powers    
4.3 Number, Election And Term Of Directors    
4.4 Resignation And Removal    
4.5 Vacancies    
4.6 Place Of Meetings    
4.7 Regular Meetings    
4.8 Annual Meetings    
4.9 Special Meetings    
4.10 Retirements Applicable To Meetings    
4.11 Quorum And Voting    
4.12 Waiver Of Notice    
4.13 Adjournment    
4.14 Rights Of Inspection    
4.15 Fees And Compensation    
4.16 Restriction Of Interested To Directors    
4.17 Standard Of Care    
    
5. Officers    
5.1 Officers    
5.2 Election    
5.3 Subordinate Officers    
5.4 Removal    
5.5 Resignation    
5.6 Vacancies    
5.7 President/Chief Education Officer    
5.8 Vice Presidents    
5.9 Secretary    
5.10 Chief Financial Officer (Treasurer)    
    
6. Committees    

                                                
10 10 State statues and state regulatory agencies detail what needs to go into the Articles of Incorporation. 
Check with your state’s charter school resource center and the office of the Secretary of State. 
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6.1 Board Committees    
6.2 Meetings And Actions Aboard Committees    
6.3 Executive Board (Executive Committee)    
6.4 Other Committees    
    
7. Self Dealing Transactions    
7.1 Definition    
7.2 Action Of The Board    
7.3 Interested Director’s Vote    
7.4 Committee Approval    
7.5 Persons Liable And Extent Of Liability    
7.6 Statute Of Limitations    
7.7 Corporate Loans And Advances    
7.8 Annual Statement Of Certain Transactions    
    
8. Other Provisions    
8.1 Validity Of Instrument    
8.2 Construction And Definitions    
8.3 Authority To Vote Securities    
8.4 Fiscal Year    
8.5 Conflict Of Interest    
8.6 Interpretation Of Charter    
    
9. Indemnification Of Agents Of The 
Corporation; Purchase Of Liability Insurance 

   

9.1 Definitions    
9.2 Indemnification Of Agents    
9.3 Purchase Of Liability Insurance    
9.4 Nonapplicability To Fiduciaries Of Employee    
    
10.Amendments    
10.1 Amendment Of Bylaws    
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LEADERSHIP HIGH SCHOOL BYLAWS 
 
    

BYLAWS 
for the regulation, except as otherwise provided 

by the statute of its Articles of Incorporation, 
 

of 
 

LEADERSHIP HIGH SCHOOL 
 

a California nonprofit public benefit corporation  
    

I. MEMBERSHIP 

The corporation has no members. The rights which would otherwise vest 
in the members vest in the directors of the corporation (hereinafter 
"Trustees") of Leadership High School (hereinafter "LHS"). Actions 
which would otherwise require approval by a majority of all members or 
approval by the members require only approval of a majority of all 
Trustees or approval by the Board of Trustees (hereinafter "Board"). 

II. BOARD OF TRUSTEES 

A. Powers 

The Board shall conduct or direct the affairs of the corporation and 
exercise its powers, subject to the limitations of the California 
Nonprofit Public Benefit Corporation Law, the Articles of 
Incorporation and these Bylaws. The Board may delegate the 
management of the activities of the corporation to others, so long 
as the affairs of the corporation are managed, and its powers are 
exercised, under the Board's ultimate jurisdiction. 
 
Without limiting the generality of the powers here granted to the 
Board, but subject to the same limitations, the Board shall have all 
the powers enumerated in these Bylaws, and the following specific 
powers: 

1. To elect and remove Trustees. 

2. To select and remove officers, agents and employees of 
the corporation; to prescribe powers and duties for 
them; and to fix their compensation. 
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3. To conduct, manage and control the affairs and 
activities of the corporation, and to make rules and 
regulations. 

4. To enter into contracts, leases and other agreements 
which are, in the Board's judgment, necessary or 
desirable in obtaining the purposes of promoting the 
interests of the corporation. 

5. To carry on a business at a profit and apply any profit 
that results from the business activity to any activity in 
which the corporation may engage. 

6. To act as trustee under any trust incidental to the 
corporation's purposes, and to receive, hold, administer, 
exchange and expend funds and property subject to 
such a trust. 

7. To acquire real or personal property, by purchase, 
exchange, lease, gift, devise, bequest, or otherwise, and 
to hold, improve, lease, sublease, mortgage, transfer in 
trust, encumber, convey or otherwise dispose of such 
property. 

8. To borrow money, incur debt, and to execute and 
deliver promissory notes, bonds, debentures, deeds of 
trust, mortgages, pledges, hypothecations and other 
evidences of debt and securities. 

9. To lend money and accept conditional or unconditional 
promissory notes therefore, whether interest or non-
interest bearing, or secured or unsecured. 

10. To indemnify and maintain insurance on behalf of any 
of its Trustees, officers, employees or agents for 
liability asserted against or incurred by such person in 
such capacity or arising out of such person's status as 
such, subject to the provisions of the California 
Nonprofit Public Benefit Law and the limitations noted 
in these Bylaws. 

B. Number of Trustees 

The number of Trustees of the corporation shall be not less than 15 nor 
more than 29. The Board shall fix the exact number of Trustees, within 
these limits, by Board resolution or amendment of the Bylaws. As of the 
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date on which these Bylaws are adopted, the exact number of Trustees is 
fixed at 15. 

C. Election of Trustees 

1. Election. The LHS Principal shall automatically be a Trustee. 
The Board shall elect the remaining Trustees by the vote of a 
majority of the Trustees then in office, whether or not the number 
of Trustees in office is sufficient to constitute a quorum, or by the 
sole remaining Trustee. 
 
2. Eligibility. The Board may elect any person who in its discretion 
it believes will serve the interests of the corporation faithfully and 
effectively. In addition to other candidates, the Board will consider 
the following nominees: 

a. A parent of an active LHS student, who is 
designated by the LHS Parents' Association to 
represent that Association (the "Parent 
Representative"). 
 
b. Following the graduation of the initial class, an 
alumna or alumnus of LHS, who is designated by 
the LHS Alumni Association to represent that 
Association (the "Alumni Representative"). 
 
c. An LHS teacher, selected by the LHS faculty (the 
"LHS Faculty Representative"). 
 
d. An LHS student, selected by the LHS student 
body (the "LHS Student Representative"). 

 

3. Interested Persons. Not more than 49% of the persons serving on 
the Board may be interested persons. An "interested person" is: (1) 
any person currently being compensated by the corporation for 
services rendered to it within the previous 12 months, whether as a 
full-time or part-time employee, independent contractor or 
otherwise, excluding any reasonable compensation paid to a 
Trustee as Trustee; or (2) any sister, brother, ancestor, descendant, 
spouse, sister-in-law, brother-in-law, daughter-in-law, son-in-law, 
mother-in-law or father-in-law of any such person. 
 
4. Term of Office 
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a. The term of office of all members of the initial 
Board of Trustees shall be one year. 
 
b. At the end of the first year, the Board shall 
provide for staggered terms of its Trustees, by 
designating approximately one-third of the Trustees 
to one-, two- and three-year terms. Following the 
expiration of those designated terms, the term of 
each Trustee shall continue for three years, except 
the term of any Trustee who is the Parent, Alumni, 
LHS Faculty or LHS Student Representative shall 
be one year. 
 
c. No Trustee, other than a Trustee serving as a 
corporate officer or the LHS Principal, may serve 
for more than seven (7) consecutive years. 
 
d. The term of office of a Trustee elected to fill a 
vacancy in these bylaws begins on the date of the 
Trustee's election, and continues: (1) for the balance 
of the unexpired term in the case of a vacancy 
created because of the resignation, removal, or 
death of a Trustee, or (2) for the term specified by 
the Board in the case of a vacancy resulting from 
the increase of the number of Trustees authorized. 
 
e. A Trustee's term of office shall not be shortened 
by any reduction in the number of Trustee resulting 
from amendment of the Articles of Incorporation or 
the Bylaws or other Board action. 
 
f. A Trustee's term of office shall not be extended 
beyond that for which the Trustee was elected by 
amendment of the Articles of Incorporation or the 
Bylaws or other Board action. 

5. Time of Elections. The Board shall elect Trustees whose terms 
begin on July 1 of a given year at the Annual Meeting for that year, 
or at a Regular Meeting designated for that purpose, or at a Special 
Meeting called for that purpose. 

D. Removal of Trustees 

The Board may remove a Trustee without cause as provided by the 
California Nonprofit Public Benefit Corporation law. The Board 
may remove any Trustee who:  
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1. Has failed to attend two or more of the Board's Regular 
Meetings in any calendar year; 

2. Has been declared of unsound mind by a final order of 
court; 

3. Has been convicted of a felony; 

4. Has been found by a final order or judgment of any 
court to have breached any duty imposed by the 
California Nonprofit Public Benefit Corporation Law; 
or 

5. For such other good causes as the Board may 
determine. 

E. Resignation by Trustee 

A Trustee may resign by giving written notice to the Board Chair 
or Secretary. The resignation is effective on the giving of notice, or 
at any later date specified in the notice. A Trustee may not resign if 
the Trustee's resignation would leave the corporation without a 
duly elected Trustee in charge of its affairs, without first giving 
notice to the California Attorney General. 

F. Vacancies 

A vacancy is deemed to occur on the effective date of the 
resignation of a Trustee, upon the removal of a Trustee, upon 
declaration of vacancy pursuant to these Bylaws, or upon a 
Trustee's death. A vacancy is also deemed to exist upon the 
increase by the Board of the authorized number of Trustees. 

G. Compensation of Trustees 

Trustees shall serve without compensation. However, the Board 
may approve reimbursement of a Trustee's actual and necessary 
expenses while conducting corporation business. 

III. PRINCIPAL OFFICE 

The corporation's principal office shall be at 536 Mission Street, San 
Francisco, California 94105, or at such other place as the Board may select 
by resolution or amendment of the Bylaws. The Secretary shall note any 
change in principal office on the copy of the Bylaws maintained by the 
Secretary. 
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IV. MEETINGS OF THE BOARD 

A. Place of Meetings 

Board Meetings shall be held at the corporation's principal office 
or at any other reasonably convenient place as the Board may 
designate. 

B. Annual Meetings 

An Annual Meeting shall be held in May of each year for the 
purpose of electing Trustees, making and receiving reports on 
corporate affairs, and transacting other business as comes before 
the meeting. 

C. Regular Meetings 

Regular Meetings shall be held at various times within the year as 
the Board determines. 

D. Special Meetings 

A Special Meeting shall be held at any time called by the Chair or 
by any five Trustees. 

E. Adjournment 

A majority of the Trustees present at a meeting, whether or not a 
quorum, may adjourn the meeting to another time and place. 
Notice of the time and place of holding an adjourned meeting need 
not be given to absent Trustees if the time and place be fixed at the 
meeting adjourned, except if the meeting is adjourned for longer 
than 24 hours, notice of the adjournment shall be given as specified 
in these Bylaws. 

F. Notices 

Notices of Board Meetings shall be given as follows:  

1. Annual Meetings and Regular Meetings may be held 
without notice if the Bylaws or the Board fix the time 
and place of such meetings. 

2. Special Meetings shall be held upon four days' notice 
by first-class mail or 48 hours' notice delivered 
personally or by telephone, facsimile or e-mail. Notices 
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will be deemed given when deposited in the United 
State mail, addressed to the recipient at the address 
shown for the recipient in the corporation's records, 
first-class postage prepaid; when personally delivered 
in writing to the recipient; or when faxed, e-mailed, or 
communicated orally, in person or by telephone, to the 
Trustee of to a person whom it is reasonably believed 
will communicate it promptly to the Trustee. 

G. Waiver of Notice 

Notice of a meeting need not be given to a Trustee who signs a 
waiver of notice or written consent to holding the meeting or an 
approval of the minutes of the meeting, whether before or after the 
meeting, or attends the meeting without protest prior to the 
meeting or at its commencement, of the lack of notice. The 
Secretary shall incorporate all such waivers, consents and 
approvals into the minutes of the meeting. 

V. ACTION BY THE BOARD 

A. Quorum 

A quorum consists of one-third of the fixed number of Trustees. 

B. Action by the Board 

1. Actions Taken at Board Meetings. The actions done and decisions 
made by a majority of the Trustees present at a meeting duly held 
at which a quorum is present are the actions and decisions of the 
Board, except for purposes of electing Trustees, appointing 
committees and delegating authority thereto, or amending the 
corporation's Bylaws, where the action of a majority of Trustees 
then in office is required by the California Nonprofit Public 
Benefit Corporation Law or as set out in these Bylaws. 
 
The Board may continue to transact business at a meeting at which 
a quorum was originally present, even though Trustees withdraw, 
provided that any action taken is approved by at least a majority of 
the quorum required. 

2. Actions Without a Meeting. The Board may take any required or 
permitted action without a meeting if all the Trustees individually 
or collectively consent in writing to the taking of that action. Such 
consent shall have the same effect a unanimous vote of the Board, 
and shall be filed with the minutes of the Board proceedings. 
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3. Board Meeting by Conference Telephone. Trustees may participate 
in a Board meeting through use of conference telephone or similar 
communication equipment, so long as all Trustees participating in 
such meeting can hear one another. Participation in a meeting 
pursuant to this section constitutes presence in person at such 
meeting. 

C. Committees 

1. Appointment of Committees. The Board may appoint one or more Board 
Committees by vote of the majority of Trustees. A Board Standing 
Committee will consist of not less than two Trustees, who shall serve at 
the pleasure of the Board. 

2. Authority of Board Committees. The Board may delegate to a Board 
committee any of the authority of the Board, except with respect to: 

a. The election of Trustees. 
 
b. Filling vacancies on the Board or any committee which has the 
authority of the Board. 
 
c. The fixing of Trustee compensation for serving on the Board or 
on any committee. 
 
d. The amendment or repeal of any Board resolution. 
 
e. The amendment or repeal of Bylaws or the adoption of new 
Bylaws. 
 
f. The appointment of other committees of the Board, or the 
members of the committees. 
 
g. The expenditure of corporate funds to support a nominee for 
Trustee. 
 
h. The approval of any self-dealing transaction, as defined by the 
California Nonprofit Public Benefit Corporation Law. 

1. Procedures of Committees. The Board may prescribe the manner in 
which the proceedings of any Board Committee are to be 
conducted. In the absence of such prescription, a Board Committee 
may prescribe the manner of conducting its proceedings, except 
that the regular and special meetings of the Committee are 
governed by the provisions of these Bylaws with respect to the 
calling of meetings. 
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D. Standard of Care 

1. Performance of Duties. Each Trustee shall perform all duties of a 
Trustee, including duties on any Board Committee, in good faith, 
in a manner the Trustee believes to be in the corporation's best 
interest and with such care, including reasonable inquiry, as an 
ordinary prudent person in a like position would use under similar 
circumstances. 

2. Reliance on Others. In performing the duties of a Trustee, a 
Trustee shall be entitled to rely on information, opinions, reports or 
statements, including financial statements and other financial data, 
presented or prepared by: 

a. One or more officers or employees of the corporation 
whom the Trustee believes to be reliable and competent in 
the matters presented; 
 
b. Legal counsel, independent accountants or other persons 
as to matters that the Trustee believes are within that 
person's professional or expert competence; or 
 
c. A Board Committee on which the Trustee does not serve, 
as to matters within its designated authority, provided the 
Trustee believes the Committee merits confidence and the 
Trustee acts in good faith, after reasonable inquiry when 
the need is indicated by the circumstances, and without 
knowledge that would cause such reliance to be 
unwarranted. 

3. Investments. In investing and dealing with all assets held by the 
corporation for investment, the Board shall exercise the standard of 
care described above and avoid speculation, looking instead to the 
permanent disposition of the funds, considering the probable 
income, as well as the probable safety of the corporation's capital. 
The Board may delegate its investment powers to others, provided 
that those powers are exercised within the ultimate direction of the 
Board. No investment violates this section where it conforms to 
provisions authorizing such investment contained in an instrument 
or agreement pursuant to which the assets were contributed to the 
corporation. 

E. Rights of Inspection 

Every Trustee has the right to inspect and copy all books, records and 
documents of every kind and to inspect the physical properties of the 
corporation, provided that such inspection is conducted at a reasonable 
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time after reasonable notice, and provided that such right of inspection and 
copying is subject to the obligation to maintain the confidentiality of the 
reviewed information, in addition to any obligations imposed by any 
applicable federal, state or local law. 

F. Participation in Discussions and Voting 

Every Trustee has the right to participate in the discussion and vote on all 
issues before the Board or any Board Committee, except as noted below: 

1. The LHS Faculty Representative shall not be present for the 
discussion and vote on any matter involving: (a) the performance 
evaluation or discipline of any administrator or faculty member; 
(b) administrator or faculty compensation; (c) Executive Sessions 
of the Board; or (d) any other matter at the discretion of a majority 
of the Trustees then present. 

2. The LHS Student Representative shall not be present for the 
discussion and vote on any matter involving: (a) the performance 
evaluation or discipline of any administrator, faculty member or 
student; (b) administrator or faculty compensation; (c) Executive 
Session of the Board; or (d) any other matter at the discretion of a 
majority of the Trustees then present. 

3. Any Trustee shall be excused from the discussion and vote on any 
matter involving: (a) a self-dealing transaction; (b) a conflict of 
interest, (c) indemnification of that Trustee; or (d) any other matter 
at the discretion of a majority of the Trustees then present. 

G. Duty to Maintain Board Confidences 

Every Trustee has a duty to maintain the confidentiality of all Board 
actions, including discussions and votes. Any Trustee violating this 
confidence may be removed from the Board. Moreover, the LHS Faculty 
or Student Representative may be disciplined, including immediate 
dismissal, if Board information is disclosed without the Chair's prior 
approval. 

VI. OFFICERS 

A. Officers 

The officers of the corporation consist of a President (hereinafter "Chair"), 
Vice President (hereinafter "Vice Chair"), a Secretary and a Chief 
Financial Officer (hereinafter "Treasurer"). The corporation also may have 
such other officers as the Board deems advisable. 
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1. Chair. Subject to Board control, the Chair has general supervision, 
direction and control of the affairs of the corporation, and such 
other powers and duties as the Board may prescribe. If present, the 
Chair shall preside at Board meetings. 

2. Vice Chair. If the Chair is absent or disabled, the Vice Chair shall 
perform all the Chair's duties and, when so acting, shall have all 
the Chair's powers and be subject to the same restrictions. The 
Vice Chair shall have other such powers and perform such other 
duties as the Board may prescribe. 

3. Secretary. The Secretary shall: (a) keep or cause to be kept, at the 
corporation's principal office, or such other place as the Board may 
direct a book of minutes of all meetings of the Board and Board 
Committees, noting the time and place of the meeting, whether it 
was regular or special (and if special, how authorized), the notice 
given, the names of those present, and the proceedings; (b) keep or 
cause to be kept a copy of the corporation's Articles of 
Incorporation and Bylaws, with amendments; (c) give or cause to 
be given notice of the Board and Committee meetings as required 
by the Bylaws; and (d) have such other powers and perform such 
other duties as the Board may prescribe. 

4. Treasurer. The Treasurer shall: (a) keep or cause to be kept 
adequate and correct accounts of the corporation's properties, 
receipts and disbursements; (b) make the books of account 
available at all times for inspection by any Trustee; (c) deposit or 
cause to be deposited the corporation's monies and other valuables 
in the corporation's name and to its credit, with the depositories the 
Board designates; (d) disburse or cause to be disbursed the 
corporation's funds as the Board directs; (e) render to the Chair and 
the Board, as requested but no less frequently than once every 
fiscal year, an account of the corporation's financial transactions 
and financial condition; (f) prepare any reports on financial issues 
required by an agreement on loans; and (g) have such other powers 
and perform such other duties as the Board may prescribe. 

B. Election, Eligibility and Term of Office 

1. Election. The Board shall elect the officers annually at the Annual 
Meeting or a Regular Meeting designated for that purpose or at a 
Special Meeting called for that purpose, except that officers elected 
to fill vacancies shall be elected as vacancies occur. 

2. Eligibility. A Trustee may hold any number of offices, except that 
neither the Secretary or Treasurer may serve concurrently as the 
Chair. 
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3. Term of Office. Each officer serves at the pleasure of the Board, 
holding office until resignation, removal or disqualification from 
service, or until his or her successor is elected. 

C. Removal and Resignation 

The Board may remove any officer, either with or without cause, at any 
time. Such removal shall not prejudice the officer's rights, if any, under an 
employment contract. Any officer may resign at any time by giving 
written notice to the corporation, the resignation taking effect on receipt of 
the notice or at a later date of specified in the notice. 

 

VII. NON-LIABILITY OF TRUSTEES 

The Trustees shall not be personally liable for the corporation's debts, liabilities or 
other obligations.  

 

VIII. INDEMNIFICATION OF CORPORATE AGENTS 

The corporation shall indemnify any Trustee, officer, employee or other agent of 
this corporation, who has been successful (1) on the merits in defense of any civil, 
criminal, administrative or investigative proceeding brought to procure a 
judgment against such person by reason of the fact that he/she is, or was, the 
corporation's agent, or (2) in defense of any claim, issue or matter therein. In such 
case, the corporation will provide indemnity against expenses actually and 
reasonably incurred by the person in connection with such proceeding. 
 
If the corporate agent either settles any such claim or sustains a judgment against 
him/her, then indemnification against expenses, judgments, fines, settlements and 
other amounts reasonably incurred in connection with such proceedings shall be 
provided by this corporation but only to the extent allowed by, and in accordance 
with the requirements of, the California Nonprofit Public Benefit Corporation 
Law. 

 

IX. INSURANCE FOR CORPORATE AGENTS 

The Board may adopt a resolution authorizing the purchase and maintenance of 
insurance on behalf of any Trustee, officer, employee or other agent of the 
corporation, against any liability other than for violating provisions of law relating 
to self-dealing asserted against or incurred by the agent in such capacity or arising 
out of the agent's status as such, whether or not the corporation would have the 
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power to indemnify the agent against such liability under the provisions of the 
California Nonprofit Public Benefit Corporation Law. 

 

X. SELF-DEALING TRANSACTIONS 

The corporation shall not engage in any self-dealing transactions, except as 
approved by the Board. "Self-dealing transaction" means a transaction to which 
the corporation is a party in which one or more of the Trustees has a material 
financial interest ("interested Trustee(s)"). Notwithstanding this definition, the 
following transactions are not self-dealing transactions, and are subject to the 
Board's general standard of care: 

1. The Board's action of fixing a Trustee's compensation as LHS Principal, a 
Trustee or corporate officer; or 

2. A transaction which is part of a public or charitable program of the 
corporation, if the transaction (a) is approved or authorized by the Board 
in good faith and without unjustified favoritism, and (b) results in a benefit 
to one or more Trustees or their families because they are in a class of 
persons intended to be benefited by the program; 

 

XI. OTHER PROVISIONS 

A. Fiscal Year 

The fiscal year of the corporation begins on July 1 of each year and ends 
on June 30 of the following year. 

B. Execution of Instruments 

Except as otherwise provided in these Bylaws, the Board may adopt a 
resolution authorizing any officer or agent of the corporation to enter into 
any contract or execute and deliver any instrument in the name of or on 
behalf of the corporation. Such authority may be general or confined to 
specific instances. Unless so authorized, no officer, agent or employee 
shall have any power to bind the corporation by any contract or 
engagement, to pledge the corporation's credit, or to render it liable 
monetarily for any purpose or any amount. 

C. Checks and Notes 

Except as otherwise specifically provided by Board resolution, checks, 
drafts, promissory notes, orders for the payment of money, and other 
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evidence of indebtedness of the corporation may be signed by the Chair, 
Treasurer or LHS Principal. 

D. Construction and Definitions 

Unless the context otherwise requires, the general provisions, rules of 
construction, and definitions contained in the California Nonprofit 
Corporation Law and the California Nonprofit Public Benefit Corporation 
Law shall govern the construction of these Bylaws. Without limiting the 
generality of the foregoing, words in these Bylaws shall be read as the 
masculine or feminine gender, and as the singular or plural, as the context 
requires, and the word "person" includes both a corporation and a natural 
person. The captions and headings in these Bylaws are for convenience of 
reference only are not intended to limit or define the scope or effect of any 
provisions. 

E. Conflict of Interest 

Any Trustee, officer, key employee, or committee member having an 
interest in a contract, other transaction or program presented to or 
discussed by the Board or Board Committee for authorization, approval, or 
ratification shall make a prompt, full and frank disclosure of his or her 
interest to the Board or committee prior to its acting on such contract or 
transaction. Such disclosure shall include all relevant and material facts 
known to such person about the contract or transaction which might 
reasonably be construed to be adverse to the corporation's interest. The 
body to which such disclosure is made shall thereupon determine, by 
majority vote, whether the disclosure shows that a conflict of interest 
exists or can reasonably be construed to exist. If a conflict is deemed to 
exist, such person shall not vote on, nor use his or her personal influence 
on, nor be present during in the discussion or deliberations with respect to, 
such contract or transaction (other than to present factual information or to 
respond to questions prior to the discussion). The minutes of the meeting 
shall reflect the disclosure made, the vote thereon and, where applicable, 
the abstention from voting and participation. The Board may adopt 
conflict of interest policies requiring: 

1. Regular annual statements from Trustees, officers, key 
employees to disclose existing and potential conflict in interest; 
and, 

2. Corrective and disciplinary actions with respect to 
transgressions of such policies. 

For the purpose of this section, a person shall be deemed to have an 
"interest" in a contract or other transaction if he or she is the party (or one 
of the parties) contracting or dealing with the corporation, or is a director, 
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trustee or officer of, or has a significant financial or influential interest in 
the entity contracting or dealing with the corporation. 

F. Interpretation of Charter 

Whenever any provision of these Bylaws are in conflict with the 
provisions of the Charter, the provisions of these Bylaws control. 

 

XII. AMENDMENT 

A majority of the Trustees may adopt, amend or repeal these Bylaws. 
 

CERTIFICATE OF SECRETARY 

The undersigned does hereby certify that the undersigned is the Secretary 
of the Leadership High School, a nonprofit public benefit corporation duly 
organized and existing under the laws of the State of California, that the 
foregoing Bylaws of said corporation were duly and regularly adopted as 
such by the Board of Trustees of said corporation, which Trustees are the 
only members of said corporation; and that the above and foregoing 
Bylaws are now in full force and effect. 

 
Douglas T. Gneiser 
Secretary 
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Roles Of The Board Of Directors 
 
 
The Board of Directors of every nonprofit organization plays many important roles 
in furthering the purpose of the organization.  These may include, but are not 
limited to, the following. 
 
 PLANNER: for the organization’s future. 
  
 MONITOR: of the current goals and objectives. 
  
 EVALUATOR: of management efficiency and program effectiveness. 
  
 ORGANIZER: of community constituencies to assist the 

organization. 
  
 EMPLOYER: of the personnel at the organization. 
  

 MOTIVATOR: of the staff and volunteers. 
  

 FUNDRAISER: to ensure that all necessary funds are available. 
  

 CATALYST: for long-term organizational change. 
  
 PROMOTER: of the total organization as well as of its activities. 
  
 SUPPORTER: of the organization's programs and services. 
  
 PROTECTOR: of the public interest in exchange for tax-exempt 

status. 
  
 ADVOCATE: for issues and positions which may affect the 

organization or its constituents. 
  
 ADVISOR: to the Executive Director on issues which fall within 

the executive's purview. 
  
 LEADER: to move the organization forward and not allow it to 

stagnate. 
  
 GOVERNOR: to make corporate decisions. 

 
(Source: Management Cornerstones, Inc. Milwaukee, WI, Revised 1989, 1990, 1995, 
2000)   
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Chapter 2: Identification And Recruitment Of Board 
Directors  
 
Critical Board Building Challenge: How does the charter school board recruit 
board directors that are committed to the charter school and possess skills, 
knowledge and other attributes needed in order for the board to effectively carry 
out its responsibilities? 

Introduction 
 
According to Dr. Chenzi Grignano, director of the Charter Schools Project at Duquesne 
University, “charter school governance offers an exciting opportunity to build a public 
school leadership team around shared values rather than around the unpredictable results 
of school board elections.” This chapter on identification and recruitment of board 
directors will offer a step-by-step approach to take advantage of this opportunity. 
 
The first board development practice, and by far the most important, is having an 
effective board recruitment and nominations process in place.  Most board performance 
problems can often be traced to the casual or haphazard way that some charter schools go 
about recruiting, selecting and orienting board directors. In many charter schools – and 
other organizations as well, board recruitment and nominations activities are really ad 
hoc in nature. Typical bylaw language describes a process in which the board president 
appoints a nominations committee whose short-term task is to recruit candidates that will 
fill a specified number of vacancies at the upcoming annual meeting.  
 
A key problem is the traditional nominating committee. In many charter schools, if there 
even is a formal nominating committee, it typically does little real recruiting work. 
Instead the nominating committee often relies on whomever is available from a relatively 
closed "circle of friends and supporters" already known to the organization or the 
committee members.  
 
In contrast to the typical short-term recruitment process that focuses narrowly on filling 
anticipated board vacancies for the current year, the process that will be described in this 
chapter helps to assure that there is a long-range plan for board leadership recruitment 
and development. In this approach, the identification and recruitment of charter school 
board directors assumes major importance.  More than any other single factor, it will 
determine the long-term viability of the charter school. 
 
This long-range plan for recruiting and developing future board leadership centers on the 
following questions: Who will be serving on and leading the board over the next three to 
five years? What is our plan to scout board leadership talent for the future?  How will we 
go about fostering and developing future board leadership?  What we're really talking 
about here is extending the timeline for board recruitment and development activities.  
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Elements of an Effective Recruitment Process 
 
Here are some of the characteristics of a long-range board recruitment and development 
process: 
 

• Establish year-round committee.  Because board recruitment and nominations is 
such an important activity, Look at it as a year-round committee function instead 
of the traditional ad hoc nominations process.  Reflecting this long-range focus, 
many boards are changing the name of their nominations committee to the board 
development committee because developing leaders includes more than 
nominating people to serve on the boards.  It truly is an ongoing, year-round 
function: prospecting, contacting, recruiting, orienting, supporting, providing 
ongoing training, and evaluating board directors.  

 
• Link recruitment to the strategic plan.  It is important to match board 

recruitment and development activities with the new requirements and demands 
called for by the strategic plan.  The ideal time to do this is right after the strategic 
planning process has been completed.  The charter school board, or the board 
development committee, reviews the mission, vision, goals and strategies, and 
then determines any new skills, knowledge, personal contacts and other attributes 
future board directors will need to possess in order for the board to do its part in 
advancing the strategic plan. 

 
• Profile the current board.  At the same time, we need to analyze the current 

shape of the charter school board.  The board development committee can create a 
profile of the current board using a matrix designed for this purpose. Key factors 
that define sought-after expertise, knowledge, skills, experience, as well as 
relevant demographic factors are arranged down the side of the matrix.  The 
names of current board directors are listed along the top of the matrix. The 
Committee then uses the matrix to complete the profile. In the Tools Section of 
this chapter, there are examples of matrices for use in board recruitment planning. 

 
• Focus the recruiting priorities. By reviewing the charter school strategic plan, 

the performance requirements of the Charter School contract, as well as the 
profile of current board strengths and weaknesses, the board development 
committee identifies the gap between the skills and knowledge needed on the 
board, and what board directors currently possess. Based on this analysis, the 
board development committee can now set clear recruiting priorities for future 
board recruitment. 

 
• Write a board director job description. Another key element in the board 

development process is a written board director job description.  For the charter 
school governing board to operate successfully each member must understand and 
accept the specific duties and responsibilities that come with board directorship. 
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More and more organizations have found it helpful to develop a written statement 
or agreement for board directors. This statement serves as a job description and 
clarifies board responsibilities.  The job description, in very clear language, sets 
forth the expectations the charter school has of its board directors.  The most 
effective job descriptions are those that state in behavioral terms precisely what 
board directors are expected to do.   

 
For most charter school boards, key responsibilities include the following:  
 

1. Consistent attendance at regular board meetings; 
2. Participation as an active member on it least one committee; 
3. Participation in the fund-raising activities of the school in a manner 

appropriate for that board director; and 
4. Preparation in advance before regular board meetings by reading and 

studying materials sent in advance regarding key actions the board is 
expected to take at the next meeting.  

 
In addition, many organizations now expect their board directors to attend an 
annual board planning or education event sometimes held on an evening, or a 
weekend.  While there is no one right way to develop a job description, the format 
that you choose should cover some of the expectations listed above. There are 
sample charter school board director job descriptions in the Tools Section of this 
chapter. 

 
This written job description, which should be periodically reviewed and updated 
by the board of directors, is the critical tool in recruitment of new board directors.  
Like anyone contemplating a serious volunteer commitment, prospective charter 
school board directors will want to know what is expected of them including an 
estimate of the required time.  Avoid the temptation to downplay the 
responsibilities of board directorship in order to make it “easy” for the board 
recruit to say “YES.”  New board directors will eventually find out what the true 
expectations are and if they are different from what they were told before coming 
on to the board, you're in trouble!  The sample job descriptions in the Tools 
Section of this chapter of the guidebook include some of the basic expectations 
that most charter schools should have for their board directors.  The samples are 
not intended to serve the needs of every charter school; rather, consider them as 
the starting point in the design of a job description that matches your needs. 
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Sample Recruiting Timetable 
 
Step 1.  Establish A board development committee 
As suggested earlier in this chapter, board recruitment is a year-round, ongoing activity.  
It requires an active committee to guide the process.  In some cases, the bylaws will 
mandate a committee to oversee the board recruitment and nominations.  If not, the board 
needs to establish such a committee. In the past, this committee has usually been called 
the board nominations committee or the board recruitment committee.  More and more 
organizations are renaming this committee the “board development committee” to reflect 
the other critical responsibilities of this group. In Chapter 10, there is a sample job 
description for the board development committee. 
 
Step 2. Prepare For Active Board Director Recruitment 
Effective preparation for board director recruitment begins with reviewing the following: 
 

• Bylaws of the charter school.  The bylaws should spell out who is eligible to 
serve on the charter school board.  There may be specific requirements to include 
a number of parents, community members, and others. You need to be sure that 
you are in compliance with the bylaws, which is after all a legal document, 
regarding composition of the board, length of terms, number of vacancies to be 
filled, as well as the manner in which vacancies are to be filled. In some cases, 
board directors are elected from a field of candidates greater than the actual 
number of vacancies.  In other cases, the board development committee is 
empowered by the charter school board with the responsibility to search for the 
best qualified candidates and bring a slate to the board which then votes some or 
all of the slate into office according to provisions of the bylaws. 

 
• Position description for charter school board directors.  This position 

description or job description described above spells out the responsibilities of 
charter school board directorship.  If you don't have one, you need to develop one.  
It is a critical tool in building an effective board.  If you already have a position 
description, review it to make sure it is up-to-date and reflects your expectations 
of board director performance. 

 
• Charter school contract.   Similar to the comments above regarding bylaws, it is 

important that the charter school board be in compliance with the charter school 
contract.   No doubt, there is specific mention of how the charter school will be 
governed and the specific roles and responsibilities of the charter school board. 

 
• Strategic plan.   Especially after a new strategic plan has been developed, it is 

important to review the strategic plan to determine if there are any implications 
for governance.  For example, as a result of the strategic plan, the charter school 
may have determined that board needs to be more diverse or that the school needs 
to strengthen its relationship with key segments of the outside community.   Such 
strategic priorities will have bearing on board director recruitment.  
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Step 3. Develop A Profile Of The Current Charter School Board 
The board development committee, utilizing one of the board profile matrices included in 
the Tools Section of this chapter, develops a profile of the current charter school board. 
The recruiting matrix analyzes the current board according to criteria set previously.  
Some common examples of criteria include: age, race, ethnicity, specific skills, 
community contacts, status as parent of children enrolled in the charter school, etc.  
 
The review activities in step 2 might suggest new criteria to add to the profile and/or 
criteria that should be dropped. Using the results of the profile, the board development 
committee creates a set of recruiting priorities that will guide recruitment efforts. 
Examples of recruiting priorities might include: 
 

• More community leaders who have the ability to raise significant sums of money; 
• More individuals living in the community served by the charter school; 
• More parents of children who have been enrolled in the charter school less than 

two years, etc.  
 
Because the recruiting priorities will determine which individuals will be considered for 
board directorship (and which individuals will not be considered), the recruiting priorities 
should be reviewed by the charter school board before the board development committee 
goes on to the next step. 
 
Step 4.  Determine Strategies to Build Board Diversity 
An issue for charter school boards and board of other organizations today is achieving 
diversity in composition of the board. According to research commissioned by the Aspen 
Institute11, factors related to building and maintaining board diversity include (but are not 
limited to) the following: 
 

• Having a nominating committee that is committed to building diversity.  
• Making diversity a priority for the organization.  
• Avoiding "tokenism" or an expectation that one person of color can represent 

the entire community. 
• Engaging in cultural diversity training and activities.  

 
The overwhelming conclusion of this study was the consensus that building board 
diversity is a difficult process that requires constant attention for success. The charter 
school board, if it is serious about building a diverse board needs to consider a written 
plan with concrete objectives that reflects some of the points listed above. Without a 
doubt, the best resource available on the subject is Building Board Diversity by Jennifer 
M. Rutledge. She states: “On an inclusive board, individual board directors contribute an 
array of talents, skills, and interests that result from their own experiences and origins.  
Collectively, the board is enriched by diversity as individuals take advantage of their 
differences to work successfully together on behalf of the organization.”12  
                                                
11Fletcher, Kathleen, Building Board Diversity: Nonprofit Sector Research Fund, The Aspen Institute, 
August 1999. 
12 Rutledge, Jennifer M., Building Board Diversity, National Center for Nonprofit Boards, 1994. 
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Before selecting prospective board directors to contact, considering developing an 
effective plan for achieving and maintaining board diversity which can include the 
following steps:  
 

• What does “diversity” mean for your organization’s board? In what ways do you 
want the board to be more diverse? (Race, ethnicity, age, sex, location, 
occupation, etc.) 

 
• What are the barriers and obstacles to achieve diversity? What are the root 

causes? 
 

• What strategies will overcome these barriers? 
 

• Develop recruiting strategies targeted to the groups and constituencies from which 
you wish to recruit. 

 
• Set specific measurable targets for achieving diversity, for example recruit at least 

two people with fund-raising skills. Assign accountability for achieving the 
recruiting targets. 

 
• Monitor progress. 

 
Step 5. Develop An Initial List Of Prospective Board Directors 
The board development committee, utilizing the results of step 2 and 3 above as well as 
input from the charter school administrator, develops an initial list of prospective board 
directors.  Which individuals best fit the criteria, which is to say, which individuals match 
the recruiting priorities established by the board development committee.  It is important 
to " throw the net wide " and consider a number of potential board recruits greater than 
the number of projected vacancies.  For example, if you are filling four vacancies on the 
charter school board, initially try to identify 10-12 potential candidates. (You can do it!) 
 
After identifying this initial list of prospective board directors, the board development 
committee should then examine the individuals more closely in light of the recruiting 
priorities previously set.  Based on this review, the board can rank the individuals within 
the initial list. 
 
Step 6. Conduct First Round Of Personal Contact With Top Recruiting Prospects 
The board development committee is now ready to initiate personal contacts with the 
individuals at the top of the prospect list. These contacts can be made using a variety of 
methods.  Here is one sequence that seems to work well.   
 
The first contact is made to by means of printed materials mailed to the prospect. (A 
sample recruitment packet is included in the Tools Section of this chapter) The mailing 
consists of the following: 
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• A personalized cover letter that informs the prospect of the board's interest in 
them, a brief description of the recruitment and nominations process, and asking if 
they would like to be considered for charter school board directorship. 

• A copy of the position description described earlier that details the roles and 
responsibilities of a board director. 

• Additional material about the charter school board and its responsibilities 
• A response form that the prospect can return indicating they would like more 

information and/or they want to be considered for board directorship. 
 
This mailing is followed up with personal calls from designated members of the board 
development committee to the prospects.  This is an important step even if the prospects 
are already well known by members of the committee.  In the personal call, the board 
development committee member can respond to any questions the prospect may have as 
well as determine the prospect's level of interest in being considered for board 
directorship.  If the prospect wants more information and/or wants to be seriously 
considered for board directorship, they are invited to attend an in-person orientation 
session.  
 
In advance of the orientation session, prospective board directors can also be offered an 
opportunity to visit the charter school if they are unfamiliar with it, to observe the 
educational programs in action, and talk with the administrator and other staff. 
Additionally the prospective board director can be invited to attend a meeting of the 
charter school board to get an idea of how the school board makes decisions and conducts 
business. Such activities can also occur after the in-person orientation described in Step 6 
below. 
 
Step 7. Schedule And Conduct Orientation Sessions With Prospective Board 
Directors 
The next step is to schedule and conduct in-person orientation sessions with prospective 
board directors who have responded to the mailing and phone calls described in step 5.  
These orientation sessions are an opportunity for members of the board development 
committee, the chairperson of the charter school board and the charter school 
administrator to explain more fully the roles and responsibilities of the charter school 
board as a whole as well as individual board director responsibilities.  The presence of the 
board chair and the administrator in such orientation sessions conveys to board prospects 
the importance of the position they are being asked to consider.  It takes time from the 
busy schedules of key charter school leaders but the payoff is immense and long term. If 
time does not permit, the second best would be attendance by one or more members of 
the board development committee and the charter school administrator. 
 
A sample orientation agenda might include the following: 
 
• Welcome and introductions 
• Overview of the mission, vision and educational goals of the charter school. 
• Overview of the roles and responsibilities of the board of directors. 
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• Review of the individual board director job description detailing specific expectations 
(for example, committee work, meeting attendance, involvement in community 
outreach and fund-raising, etc.) 

• Opportunity for board prospects to ask questions 
• Declarations of willingness to serve by the board prospects 
• Other information required to continue in the board recruitment process (for example, 

completion of a questionnaire -- see example in the Tools Section of this chapter, etc.) 
• Next steps (this depends on the manner in which new members are brought on to the 

charter school board; for example, will there be an election or will the board 
development committee create a slate of names that is then brought to the full board 
for action. 

 
At the end of the orientation session, individuals who now understand what is expected of 
board directors and who wish to continue in the process, are asked to complete a 
questionnaire that provides some background information. A sample of this 
questionnaire, “Charter School Board Application Form,” can be found in the Tools 
Section of this chapter. If your bylaws call for election, some of this information can be 
included in candidate profiles that are distributed to all individuals eligible to vote. If 
their interest level is very high, this questionnaire can also be distributed to board 
prospects in advance of the orientation session.  Otherwise they’ll need the deadline date 
for returning the completed questionnaire to the board development committee. 
 
Resist the temptation to excuse some individuals from attendance at the orientation 
sessions.  It is critical that all prospective board directors get the same information and 
that they all have an opportunity to ask any and all questions before they are asked to 
indicate their willingness to serve on the board. Remember, these individuals are being 
asked to make a serious time commitment that, in most cases, spans two to three years.  If 
they insist they don't have an hour and a half of time to attend the orientation, it should 
raise some questions about their level of commitment.  And, heaven forbid, that a board 
prospect makes a commitment to attend the orientation and then doesn't show without 
even a phone call.  What does this tell you about what to expect from this person in the 
future.  Remember, the board of directors of the charter school is entrusted with major 
decision-making responsibility.  You need a team of people who can be depended upon.  
 
 
Step 8. Selection/Appointment Of New Members To The Charter School Board. 
After the orientation sessions for prospective board directors have been held, the board 
development committee meets to review all of the individuals who participated.  It will 
be important for the committee to check back on their recruiting priorities set earlier in 
the process.  
 
In evaluating the prospective board directors, the board development committee should 
ask the following questions:  
 

• Does the prospect appear to be committed to the mission and educational 
philosophy of the charter school?  
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• Can the prospect contribute the time necessary to be an effective board director?  
• Does the prospect possess some of the key skills, knowledge and other assets that 

match the board to recruiting priorities?  
• Does it appear that the prospect can place the charter school's purposes and 

interests above their own professional and personal interests when making 
decisions as a board director? 

 
The next step, the final selection/appointment of new members to the charter school 
board, depends on the provisions of the school's bylaws. If the bylaws call for an election 
from among all interested individuals, the board development committee will develop 
ballots and other election materials as required. 
 
If the bylaws give the authority for selection of new board directors to the charter school 
board itself, then the board development committee can prepare a slate that includes the 
names of the candidates that asked reflect the recruiting priorities that were set at the 
beginning of the process.  The board has the option however, to ask the board 
development committee to bring the names of all individuals identified in the recruitment 
process described above.  The board will then select a number of candidates to fill the 
vacant positions. 
 
In either case, whether by election or by board selection, new members then take their 
place on the charter school board.  Other orientation activities occur.  See the next 
chapter for more ideas on how to carry out the orientation of new board directors. 
 
Summary 
While it is more time-consuming, if you utilize the approach to board director recruitment 
described in this chapter, the results will include: 
 

• A more accurate assessment of the charter school’s board leadership needs,  
• An organized process to identify, contact and secure commitments from the best 

qualified individuals to fill those board to leadership needs, and, 
• A solid beginning on an orientation process for new board directors that has 

already begun with their first contacts with the charter school during the 
recruitment process.  

 
Models of these essential documents, procedures and practices gathered from charter 
schools and other relevant examples that will be applicable to the board of a new charter 
school can be found in the Tools Section that follows. 
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Sidebar- Should Family Members Serve On The Same Board? 
A question that may arise in the nominations and recruitment process is, “Should family 
members the serve on the same board?” The National Center for Nonprofit Boards offers 
the following advice13: 

If your organization does not have a policy on nepotism on board, it is wise to discuss the 
issue before it becomes one. There are no laws that forbid family members from serving 
on the same board, but it is prudent to have a mechanism in place to guide the board in 
this situation. Enforcing its conflict-of-interest policy is the minimum a board can do to 
avoid unbalanced decision-making.  

Here are some questions for the nominating committee as it screens candidates:  

 Is our board small enough to be vulnerable if family members with similar 
interests arrive to make decisions?  

 Can we expect family members always to relate to issues as professionals and 
leave personal relationships at home?  

 Are we limiting diversity on the board by inviting members of the same family to 
join the board?  

 Do we have good processes in place to promote independent decision-making?  
 Are we discriminating against candidates on the basis of their marital or family 

status? 
 Are we choosing candidates for their personal qualifications only? 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

                                                
13 Source: Website of National Center for Nonprofit Boards. www.ncnb.org 
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Chapter 2: Tools You Can Use 

Samples Of Foundation Documents  
• Invitation Letter And Packet.  
• Position Description For Individual Board Director. (2 Samples) 
• Prospective Board Director Application Form. 
• Board of Directors Nomination Form (Source: Management Cornerstones, Inc.) 
• Board Profile Worksheet. (2 Samples) 

 

Essential Resources for Board Recruitment 
• Board Member Orientation. Published by Aspen Publishers, Inc. In spite of the 

title, this publication includes a number of sample forms and documents useful in 
every step of the board recruitment process.  As an added feature, all of the forms 
and worksheets in the manual are available on a Macintosh and IBM compatible 
diskette. 

• Building Board Diversity, by Jennifer M. Rutledge.  Published by the National 
Center for Nonprofit Boards. This publication provides a comprehensive approach 
for developing and implementing a plan to build a board that is more diverse and 
inclusive.  One of the few resources of its kind, it includes a number of 
worksheets. 
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Invitation Letter Draft 
DATE 
Dear [name]: 
 
In April of this year, new board directors will be appointed to the board of directors of the 
(name of Charter School).  You have been recommended to our board development 
committee as a possible candidate for board service.  We are requesting you to give 
serious consideration to nomination for a board position.  A number of one year, two 
year, and three year board terms will be available beginning in April 2001. 
 
The next several years promise to be exciting ones for (name of Charter School). The 
(name of Charter School) will continue to have a positive impact child and families we 
serve.  The board of directors will play a central role in this important work. 
 
Because of your experience and involvement in the Charter School and/or community, 
we feel you are well qualified to be nominated for a board position.  As you consider this 
opportunity, we ask you review the board director position description included in this 
mailing.  As you will see, we are expecting the board to be an active one. 
 
A primary responsibility of board directors is to participate in the development of policy 
and major decision-making at board meetings held at least eight a year.  Another key 
responsibility is to be active on an ongoing basis in a committee of the board.  This year, 
board nominees will be asked to make that commitment before they are voted onto the 
board.  Copies of committee descriptions are also included in this mailing for your 
review. 
 
Since its opening in 1998, (name of Charter School) has become recognized as an 
effective educational leader having real impact within the community.  We invite you to 
become a part of this growing tradition. 
 
A member of our board development committee has been asked to contact you by phone 
to discuss this invitation with you.  You may have already received this call.  In the 
meantime, if you wish to be considered as a candidate for the Board of Directors, please 
send in the enclosed response form.  If your answer is "yes,” you will be asked to attend a 
short orientation meeting to review board responsibilities in more detail and to receive 
addition information about the (name of Charter School). 
 
If you have any questions, please contact myself or the Charter School Administrator, 
(name), at 555-5555. 
 
Sincerely, 
 
 
(Name), President 
Charter School Board of Directors 
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Board Nominations Response Form 
 

Check One: 
 

____ 
 

I am interested in being considered for a Charter School board position. 
Contact me with information about the upcoming orientation session. 

 
____ 
 

Contact me. I need more information before I can decide if I want to be 
considered for a board position. 

 
 
Name _______________________________________________________ 
 
Day Phone __________________ Evening Phone ____________________ 
 
 

Return By Mail To: 
 

Board Development Committee 
Charter School 

Address 
 
 

Or Return By Fax To:555-5555 
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Sample Charter School Board Director Position Description 
 
1. Attend regular meetings of the Charter School board, which are each approximately 

two hours in duration.  The board meets at least eight (8) times per year. Be 
accessible for personal contact in between board meetings. 
 

2. Provide leadership to board committees. Each board director is expected to serve as 
an active, ongoing member of at least one committee.  This requires a number of 
meetings per year plus individual committee task completion time. Presently 
committees include educational policy, resource development, strategic planning, 
board development, personnel, finance, and executive.  
 

3. Commit time to developing financial resources for the Charter School.  This includes 
making a personally meaningful financial gift as well as supporting other fund 
development activities of the Charter School in a manner appropriate for board 
directors. 
 

4. Responsibly review and act upon committee recommendations brought to the board 
for action.   
 

5. Prepare in advance for decision-making and policy formation at board meetings; take 
responsibility for self-education on the major issues before the board. 

 
6. Participate in the annual board director self-review process. 

 
7. Participate in the annual board development and planning retreat usually held in 

March of each year.   
 

8. In general, utilize personal and professional skills, relationships and knowledge for 
the advancement of the Charter School. 

 
 
 
I am aware that this board director position description is an expression of good faith and 
provides a common ground from which board directors can operate.  Additional 
information on the Charter School mission, educational program and board 
responsibilities is contained in the board orientation materials and bylaws which I have 
read. 
 
 
____________________________________________     _________________ 
Board Director’s Signature    Date 
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JEFFERSON ACADEMY 
 

Board Member Profile Agreement 
Jefferson Academy Board of Directors shall have a firm belief in the fundamental, 
traditional format and be committed to using the Core Knowledge and Open Court 
curriculums. Directors shall be fully committed to the charter school concept.  
The purpose of the Board of Directors is to direct, not manage, the school. Board 
members shall be able to manage, carry out the Jefferson Academy vision, foster 
relationships with staff and the school community, and oversee the budget.  
 
Qualifications 

• Read Professor E.D. Hirsch's book "Cultural Literacy" and "The Schools We 
Need and Why We Don't Have Them" and agree with the principle that our 
society has a foundation of knowledge upon which subsequent learning is built.  

• Be familiar with the Core Knowledge Scope and Sequence  
• Understand the curriculum used in Open Court  
• Be in agreement with the educational philosophy, discipline policy and 

administrative structure of our school  
 
All board members should attend at least two PTO meetings a year to show support and 
encouragement for that vital aspect of our school. JA board members will not serve on 
the PTO board. Board members may chair and serve on committees of the PTO.  
Prior board experience is helpful. A high value for professionalism and the success of the 
school is mandatory. Motivation for serving on the board shall be to help guarantee the 
educational success of students.  
 
All board members are required to attend a yearly board conference where the goals of 
the board are defined, a board self-evaluation critiqued, outside speakers present 
information on effective board leadership and other pertinent topics are discussed.  
The board will annually attend a Board Visit Day. During this time, directors will visit 
classrooms, talk with the staff and become familiar with current school concerns. The 
board will annually self-evaluate itself. Goals for the next year will also be determined at 
that time. Directors shall fulfill their responsibilities on the board, board committees or 
subcommittees to their fullest capability. All board members should be the best public 
relations representatives the school has.  
 
Behavioral Expectations 
Expectations include a professional demeanor at all board meetings. Issues being 
discussed shall not be personalized and directed toward any other board member, staff 
member, parent or anyone else. Confidentiality is expected in all situations.  
Board members shall respect and listen to ideas being presented by other board members.  
 
Board members fulfilling their responsibilities to their fullest potential shall be 
encouraged by each of the directors.  
When receiving criticisms from parents or other interested parties about staff or other 
board members, the board member shall direct the speaker to the board member/staff 
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member which the situation involves. Board members will never speak negatively about 
staff or other board members to the school community, or parties outside the school 
community.  
 
Conflicts shall be resolved with the people with which it was created. Board members 
will commit to resolving conflict directly with each other or with the appropriate staff 
member and not share the conflict with anyone outside of the conflict, including, but not 
limited to other parents, other staff members or the media.  
 
Board members shall exemplify integrity, honesty and respect. A dedication and 
commitment to the vision of Jefferson Academy and the charter school movement shall 
be top priority for any board member. Any board member finding himself or herself 
involved in an unresolvable conflict shall put the vision of the school first and step down 
from the board.  
 
Board members shall abide by the open meetings law [C.R.S. 24-6-401 through 402]. 
The opening meetings law states that anyone discussing board business, policy, actions, 
resolutions, etc. with anyone else on the board, except at regularly scheduled meetings, is 
illegal. "Meeting" with another board member is defined as communication through 
person, telephone, or any other means. Confidentiality law is also outlined in this section 
of the statute. Personnel matters, individual students, and negotiations are confidential by 
law.  
 
Board members missing more than two consecutive board meetings without prior 
approval for their absence from at least two other board members shall be relieved of 
their board involvement immediately.  
 
Governance of Jefferson Academy 
JA shall be governed by a Board of Directors. The Principal of JA shall answer directly 
to the board and serve at the pleasure of the board. The Principal shall make decisions on 
a day-to-day basis and fulfill all administrative duties for the school. The board will 
maintain the vision and steer the school's direction as it carries out the Mission Statement.  
As with all charter schools, Jefferson Academy, is an entity separate from the school 
district in the area of governance. This unique characteristic of charters shall be guarded 
by each board member.  
 
Board members will not question any decision made by the Principal in any public arena. 
If a director questions a decision, he or she shall immediately take that concern or 
disagreement to the administrator in a confidential and diplomatic format. Likewise, the 
Principal shall agree to the same commitment. Respect for each other shall remain 
constant.  
 
While at the school, board members shall be mindful of the different roles they play: 
parent, volunteer, board member, etc. A board member will not use their position of 
authority while acting in their parent or volunteer roles. Directors shall foster good 
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relationships with the administrator and staff on a personal level. With humility, each 
board member will serve the best interests of the school.  
 
Board members shall remember that stepping out of their advisory/board capacity and 
attempting to run the school as an administrator, will always cause problems.  
 
The vision and mission statement of Jefferson Academy, a fundamental charter school, 
will serve to guide and direct the board of directors. The goal to continually improve, 
maintain integrity, serve JA families and ensure academic success for our students shall 
take precedence in all situations.  
 
 
Signed, this ______________ day of ____________________, 19__.  
 
 
___________________________ Board Member, Jefferson Academy  
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Charter School Board Application Form 
 

Complete this form and return to the Charter School Board Development Committee by 
(date) 
 
 
Name _____________________________________________ Phone ____________ 
 
Address _____________________________________________________________ 
 
Relevant Community Experience and/or Employment (attach a resume if relevant):  
 
 
 
 
Why are you interested in serving as a board director of the Charter School?  
 
 
 
 
Area(s) of expertise/Contributions you feel you can make to the Charter School as a 
board director:  
 
 
 
 
 
Other volunteer commitments:  
 
 
 

 
For Board Committee Use 

 
____ Nominee has had a personal meeting with the Board Development Committee 
Chair, Board Chair, Charter School Administrator, or other board director. Date ______ 
 
____ Nominee reviewed by the Board Development Committee. Date ______ 
 
____ Nominee attended a board meeting. Date ______ 
 
____ Nominee interviewed by the board. Date ______ 
 
Action taken by the board: 
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Board Of Directors Nomination Form 
 
(Source: Management Cornerstones, Inc. Revised 1997, 2000. This form can be used to 
forward suggestions for potential board directors to the board development committee.) 
 
NOMINEE:  __________________________________________________ 
 
Employer and Title: _____________________________________________ 
 
Address: ______________________________________________________ 
   Street     State   Zip 
 
Phone: (W)(_____)________________(H)(_____)____________________ 
 
Recommendation for:   Board   Committee: ____________________   
 
Describe skills and talents of the nominee: 
_____________________________________________________________ 
_____________________________________________________________ 
_____________________________________________________________ 
_____________________________________________________________ 
_____________________________________________________________ 
_____________________________________________________________ 
 
To your knowledge, what access to resources does this nominee possess? 
_____________________________________________________________ 
_____________________________________________________________ 
_____________________________________________________________ 
_____________________________________________________________ 
 
Why are you recommending this person?  
_____________________________________________________________ 
_____________________________________________________________ 
_____________________________________________________________
_____________________________________________________________ 
 
Nominator:_____________________________         Date:______________ 
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Please return the completed form to the Board Development 
Committee. 

Charter School Board Profile Worksheet – Sample 1 
  

 Term ending 2000 Term ending 2001 Term ending 2002 

Current Board Directors  
                  

GENDER:                   
• Female                   
• Male                   
AGE:                   
• 20-35                   
• 36-55                   
• 56+                   
RACE/ETHNICITY:                   
• African American                   
• Caucasian                   
• Native American                   
• Hispanic                   
• Asian-American                   
• Other:                   
LOCATION:                   
• City                   
• Suburban                   
• Rural                   
• Other:                   
CONSTITUENCY:                   
• Parent                   
• Civic/Business                   
• Educator                   
• Community                   
• Other:                   
SKILLS:                   
• Fund-raising                    
• Public Relations                   
• Planning                   
• Financial                   
• Personnel                   
• Legal                   
• Education Expertise:                   
OTHER:                   
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Charter School Board Profile Worksheet – Sample 2 
Categories to Consider Mike M. Leo J. Jane G. Allen S. Doris G. Sherm 

H. 
Jim S. Doris C. Randy 

H. 
Area of expertise/professional 
skills: 

         

• Organizational and financial 
management 

   X X X X X X 

• Community development  X X X X X    
• Administration    X X X X  X 
• Academic/education          
• Business/corporate         X 
• Accounting          
• Banking and trusts          
• Investments          
• Fund-raising (both professional 

fund-raisers and those with 
leverage in getting funds) 

      X X  

• Charter school law/regulations  X X       
• Government representative  X X       
• Law X         
• Marketing   X X      X 
• Personnel          
• Physical plant (architecture, 

engineer) 
         

• Strategic or long-range planning          
• Public relations          
• Real-estate X  X X      
• Community resident  X X X X   X  
• Parent of child in school  X  X  X    
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• Business owner         X 
Categories to Consider Mike M. Leond 

J. 
Jane G. J. Allen 

S. 
Doris G. Sherm 

H. 
Jim S. Doris C. Randy 

H. 
Personal characteristics          
• Under 35 X         
• From 35 to 50  X X X X     
• From 51 to 65      X X X X 
• Over 65          
• Women    X  X   X  
• Men X X  X  X X  X 
• Physical disability          
• Race/ethnic background          

• Asian          
• African-American  X  X X X X   
• Hispanic          
• Native American          
• Caucasian X  X     X X 

• Geographic location          
• City X  X X X X X   
• Suburbs   X      X X 
• State          
• Regional          

• Financial position          
• Self-employed         X 
• Salaried  X X X X X X X   
• Philanthropic reputation        X  
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Chapter 3: Orientation and Training of Board Directors  
 
Critical Board Building Challenge: How do charter school board directors acquire the 
skills and knowledge they need to be effective leaders and decision-makers? 

Introduction 
 
Providing new board directors with the information they need to perform effectively is the next 
critical step in developing a strong board of directors for the charter school.  The responsibility 
for developing and implementing an effective program of board orientation is shared between the 
charter school administrator and the board itself.  There must be a commitment to developing a 
well-informed board, one with the knowledge needed to lead an effective charter school. Within 
the board, the responsibility can be delegated to the board development committee that has been 
already mentioned in previous chapters.  The board development committee, working closely 
with the board chair and the charter school administrator should plan a formal program of board 
orientation for new members.  The elements of this formal program are described in more detail 
in this chapter.   
 
In addition to this new board director orientation, the board development committee will also be 
responsible for planning an annual and ongoing board education and training program for all of 
the board.  The board development committee should also plan more specialized training and 
development activities to strengthen the leadership skills of board directors who are being 
groomed for other leadership positions within the board. Strategies and program ideas for this 
ongoing training are also included in this chapter. 
 
This orientation process has already begun during the recruitment and nominations phase 
described in Chapter 2 of guidebook. Throughout the orientation process, a written board manual 
will be an indispensable resource.   Look in the Tools Section of this chapter for sample table of 
contents of a board manual. 
 
Before we get into some of the details, a word about the content and the timing of board 
orientation. In order for it to have maximum value and impact, training and orientation must be 
provided in a timely manner.  The problem for many charter schools is that it can sometimes take 
new board directors several months and even a full year before they begin to function effectively 
in their role as board directors.  In order to speed up the learning curve, some boards are 
beginning to deliver board orientation on a "just-in-time" basis. Information, that in the past, 
might not have been provided to board directors until they were on the board, is now being 
provided earlier as part of the recruitment process. In this approach, new board directors receive 
an advance program of orientation training to prepare them to hit the ground running at their first 
board meeting.  
 
Here's how such a board orientation program might work: even before a prospective board 
director is voted on to the board, he or she will receive detailed information about the 
organization, the workings of the board, expectations for individual board directors, and other 
vital information.  An effective "just-in-time" board orientation program will also focus on the 
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strategic plan of the organization.  It is critical that prospective board directors are familiar with 
the mission, vision, major goals, and strategies of the organization. After the new board director 
has been brought onto the charter school board, additional information and training is provided 
so that, to the greatest extent possible, new board directors will be able to actively participate in 
their first meeting with confidence.  In this way the productivity --- and the sense of personal 
satisfaction -- of new board directors is assured. 
 

Board Orientation Timetable 
 
Now, let's look at the orientation process as it proceeds through the following stages: 
 
During The Recruitment Stage (Before Election Or Appointment To The Charter School 
Board): 
As mentioned above, orientation of board directors of the charter school actually begins early in 
the recruitment process. In the recruitment stage, by means of printed material mailed to the 
prospect as well as a face-to-face orientation session, the prospect received an overview of the 
charter school's mission and strategic plan, the charter school contract, the educational program, 
financial data, and other background information.  The prospect also received a list of 
expectations of board directors including number of meetings, committee assignments, length of 
board term and an idea of the time commitment required.  They might have also received a list of 
current board directors and other key volunteers, as well as a copy of the charter school bylaws 
and the last annual audit of the school. 
 
New Member Orientation (Immediately Upon The Election Or Appointment To The 
Charter School Board): 
After the new member has been brought onto the charter school board, either as a result of an 
election or by appointment by the charter school board itself, the new board director orientation 
process continues in the following way. 
 

1. Before the first board meeting, schedule a meeting between the new board director and 
key individuals in the charter school.  Provide a detailed board director manual, which 
should include bylaws, articles of incorporation, the charter school contract, a thorough 
description of the educational program including educational philosophy, curriculum, 
instructional methods, assessment, the current budget, last audited financial statements a 
list of board directors and their addresses, lists of committees and any staff assignments, 
copies of minutes for the previous year and a copy of the charter school strategic plan. 

 
Also during this meeting, discuss with the new member options for committee 
involvement.  Refer back to the board director job description presented to the new board 
director during the recruitment process. (See sample board director job descriptions in the 
Tools Section of Chapter 2)   In most cases, committee involvement by board directors is 
not an option but rather one of the expectations.  There should be a solid match between 
the interests, skills and preferences of the individual board director and the requirements 
and challenges of the committee they join.  There is more discussion of this match in the 
chapter on committees. 
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Here is an example of a new board director orientation program held at Leadership High 
School in San Francisco.  The program is held on a regular school day from 9 a.m. to 2 
p.m.  The orientation begins with a welcome and overview by the principal and the board 
president.  This overview covers the history of the school, the charter contract and future 
challenges facing Leadership High School.  Then the board responsibilities, committee 
structure and board meetings are described in detail.  Finally there is a dialogue with new 
board directors about how their skills and connections can be put to best use in the 
service of the charter school.  At 10 a.m., the new board directors attend classes to 
observe.  At noon, lunch is served.  Finally at 1:00 p.m., the new board directors attend a 
faculty/staff meeting.  The program ends at 2 p.m. 

 
2. At the new members' first board meeting, introduce them to all current board directors 

and staff.  Consider assigning a mentor board director to work with the new board 
director at least through the first several months. 

 
 
Early Service (During The First Three Months Of The New Board Directors’ Tenure): 

1. Have regular check ends between the new board director and their board mentor to 
answer questions and help the member become acquainted. 

2. Make sure that the new board director has become involved in their chosen committee 
assignment and continue orientation to the work of that specific committee.  This 
responsibility is shared by the president of the board, the chair of the committee and 
when appropriate, the charter school administrator. 

3. Continue to provide written background materials to the new member in response to their 
interests and questions. 

 
 
Ongoing Orientation (Orientation, Training And Support On An Ongoing Basis For Old 
And New Board Directors Alike): 

1. Consult with the committee chair and staff to obtain full involvement of the new board 
director. 

2. Continue to provide assistance and support so that they can carry out the responsibilities 
as board directors effectively. 

3. Provide opportunities for board directors to attend special workshops related to their 
assignments and interests.  Provide special leadership training to current and prospective 
officers (president, vice president, secretary, treasurer). 

4. Look for opportunities to expand responsibilities of board directors and rotate committee 
assignments to help satisfy the interests and needs of each board director.  This has the 
added advantage of providing opportunities for continuous development of the volunteer 
leaders for the charter school. 
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Determining Orientation and Training Needs of Board Directors 
 
In order to learn what new board directors really need from the orientation and training program, 
past and current board directors can be asked the following question: "What do you know now 
that you wish you had known when you first join the board?"  The responses can be used to 
develop the core curriculum.  Another approach is to simply ask new board directors to identify 
areas where orientation would be most helpful. 
 
Related to this last approach, the orientation program can be designed to answer the following 
questions that prospective board directors are urged to ask by the National Center for Nonprofit 
Boards14.  You can use these questions, adapted for a charter school board, as a checklist to 
assess the adequacy of your orientation for new board directors: 
 
Questions about the charter school’s educational programs:  

• What is the charter school’s mission?  
• How do its current educational programs relate to the mission?  
• Can I visit the school and classrooms to observe firsthand?  
• Does the charter school have a strategic plan that is reviewed and evaluated on a regular 

basis?  
 
Questions about the charter school's financial status:  

• Is the financial condition of the charter school sound? 
• In addition to the per pupil educational funding, what other sources of revenue does the 

charter school rely on?  
• Does the board discuss and approve the annual budget?  
• How often do board directors receive financial reports?  

 
Questions about the charter school's constituents:  

• Describe the children and families served by the charter school?  
• Are the children and families served by the charter school satisfied with the organization? 

How do you know? 
 
Questions about the structure of the board:  

• How is the board structured?  
• Are there descriptions of the responsibilities of the board as a whole and of individual 

board directors?  
• Are there descriptions of board committee functions and responsibilities?  
• Who are the other board directors?  
• Is there a system of checks and balances to prevent conflicts of interest between board 

directors and the charter school?  
• Does the charter school board have directors and officers liability coverage?  

 
Questions about individual board directors' responsibilities:  

• What are the ways that board directors are expected to contribute/serve?  

                                                
14 Source: Website of National Center for Nonprofit Boards. www.ncnb.org. 
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• How much of my time will be required for meetings and special events?  
• How are committee assignments made?  
• Does the organization provide opportunities for board development and education?  
• What is the board's role in fund-raising?  
• Will I be expected to make a specific annual financial contribution?  
• What role, if any, will I play in soliciting donors?  

 
Ask questions about the board's relationship to the staff: 

• Is the board satisfied with the performance of the charter school administrator?  
• How do board directors and staff typically interact with each other?  

  

The Board Director Manual 
 
The written board director manual is an indispensable tool in the orientation and training of 
board directors -- both current and new.  The board manual is never a substitute for face-to-face 
interaction, but without it, effective orientation and training is made much more difficult. The 
board manual will be a reference used in new board director orientation as well as ongoing board 
training and education. It also helps to ensure efficient organization and access to these materials. 
 
Contents of board manuals may differ somewhat among charter schools but generally the 
components of a board manual will include information about the following: 
 

• The charter contract. 
 

• Other legal documents such as articles of incorporation, bylaws, etc. 
 

• Charter school mission, vision and strategic plan. 
 

• The educational plan of the charter school including educational philosophy, learning 
outcomes for students, curriculum, instructional strategies, assessment methods, etc. 

 
• Board structure and operations including policies, description of board directors' 

responsibilities, overall committee structure and responsibility descriptions for each 
committee, decision-making methods, organizational chart, list of current board directors, 
titles, and all affiliations. 

 
• Staffing structure, job description of charter school administrator, administrator 

performance review procedures. 
 

• Finances including the charter school’s financial history, current financial condition and 
long-range financial plans, previous year’s audit and budget, the current annual budget, 
the school’s investment and banking procedures and other relevant financial information. 

 
• Sample newsletters, brochures, or other publications; Newspaper or magazine articles 

about the charter school  
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It is advisable to provide the manual in a three ring binder format so that board directors can 
organize new materials and papers they'll receive while serving on the board. The three ring 
binder format also makes it easier for board directors to update their manual with revisions of 
documents. Some charter schools also have much of this information available on the school 
website. 
 
A sample table of contents for a board manual is included in the Tools Section of this chapter. 
 

Strategies for Board Orientation 
 
In their book, Improving The Performance Of Governing Boards15, Chait, Holland and Taylor 
list a number of strategies for board orientation and training.  These strategies and others are 
described below: 
 

• New board director orientation program. First of all, the authors suggest the 
development of a core curriculum for the board orientation program. This curriculum 
would address the basic knowledge that every board director needs including the mission 
and history of the charter school, unique characteristics, information about the external 
environment the charter school operates within (information about political, economic, 
demographic, legislative, technological, competitive trends and changes that have 
significant impact on the charter school and the children it serves), financial information, 
detailed information about the educational program, and more.  Chait, Holland and 
Taylor make the point that many orientation programs spend too much time on a 
"detailed review of the board's bylaws, an extensive tour of the physical plant, or a 
lengthy elaboration of the organizational chart" and don't spend enough time providing 
information that will help board directors address the major decisions and policy 
questions facing the charter school. 

 
Usually the orientation is provided face-to-face, sometimes with individual board 

directors and frequently in small groups. Increasingly parts of the orientation program 

will be provided in the form of audio and videotapes, as well as on the charter school 

Website and through other electronic means.  As more and more people gain access to the 

Internet, this will represent a powerful tool for training and orienting members of the 

charter school board. 

 

                                                
15Chait, Richard, Holland, Thomas, and Taylor, Barbara, Improving The Performance Of Governing Boards, 
American Council on Education, Oryx Press, 1996. 
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• Ongoing board education and training. In addition to the initial orientation for new 
board directors, there also needs to be a program of ongoing board education training.  
Once again, one of the most effective ways to determine content is to ask board directors, 
perhaps as part of an annual assessment, what they need to know in order to be a more 
effective member of the board.  There should also been effort to link board education 
training to the critical strategic issues facing the charter school.  In the Tools Section of 
Chapter 5, The Role of the Board in Strategic Planning, there is a worksheet to board can 
use to identify the critical strategic issues that require the boards priority attention and 
what information board directors feel they need in order to effectively address those 
issues.  After training priorities have been determined, the strategies offered by Chait et al 
can meet the board's needs for ongoing education and training: 

 
• Incorporate training into each board meeting.  Another effective strategy is to provide 

some training to board directors during the regularly scheduled board meetings.  This can 
be an opportunity to present new information that the board will need to address an 
emerging issue in the coming year.  Sometimes it can take the form of a brief 
presentation by an outside resource person.  It can also be an opportunity to discuss an 
article on topic of interest to the board that was previously distributed for their review.  
When training is provided in this manner, it's important that it be short, focused and well 
prepared. 

 
• Mini seminars. Short presentation and discussion sessions organized around a special 

topic of interest to the charter school board.  Some of the topics can come from the 
Foremost Critical Issues Worksheet mentioned in the previous paragraph. These sessions 
can be scheduled as part of the regular school board meetings or they can be held at other 
times. 

 
• Study groups. Study groups can consist of a small number of board directors sometimes 

involving staff and outside experts.  Their task is to become well-informed a particular 
subject area or issue and then sure that knowledge with the board is a whole. 

 
• Committee rotation.  Another effective way of providing education and training to 

board directors is by giving them an opportunity to serve on a different committee.  This 
serves the dual function of providing an opportunity for new learning and by bringing a 
fresh perspective to the work of each committee. 

 
• Publications and conferences.  Another effective strategy for meeting the education 

training needs of board directors of the charter school is to provide access to books, 
articles and magazines on relevant topics.  The resource chapter in this guidebook 
includes information on some of the best publications available from organizations such 
as the National Association of Independent Schools, the Association of Governing 
Boards, the National Association of School Boards, the Learning Institute for Nonprofit 
Organizations, the Charter Schools Development Center (CA), the National Center for 
Nonprofit Boards, and others.  In addition to printed materials, all of these groups have 
excellent Websites, audio and videotapes, CD ROM programs, and other resources. All 
these organizations also offer a number of excellent training conferences. Across the 
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country, statewide charter school resource centers as well as university based school 
reform technical assistance centers are also source of excellent training.  Check the 
Website of the Charter Friends National Network for information about state and national 
contacts. 

 
• Peer education.  Another excellent way for board directors to learn is by sharing stories 

with each other.  This can be done informally over coffee or meals.  It can take place 
during conferences and meetings and provide an opportunity to compare notes with board 
directors of other charter schools. 

 
• Direct communication with the charter schools key constituents -- students and 

families.  Chait, et al point out that in the past, face-to-face communication with 
constituents was viewed as inappropriate for board directors.  The fear was that such 
direct conversation might lapse into micromanaging and meddling, resulting in confusion 
about the distinctions between governance and management. If properly structured the 
benefits of such contacts far outweigh the potential drawbacks.  Especially for charter 
school board directors that have been recruited from the outside community, an 
opportunity to speak with parents and students, for example, can increase their 
understanding of the issues facing the charter school and can also deepen their 
commitment to board. 

 

Involvement of Past and Current Board Directors in Orientation and 
Training 
 
No matter what orientation and training formats you employ, consider utilizing past and current 
board directors as training resources. Here are some suggestions for involving them16: 
 

• Orientation training. Past and current board directors bring experience that will help the new 
board director learn faster.  Bring past and current board directors in to present part of the 
orientation, or have the current and new members get together with you to talk about their 
responsibilities and commitments to the board. Make sure you prepare board directors on the 
topics they'll cover, so consistent and accurate information is given to the newcomers. 

 
• Mentoring.  Mentoring is a key element in orientation.  Match up a skilled, reliable board 

director with a new one.  Then the current member can show the newcomer the ropes of your 
board procedures and be available to answer basic questions. 

 
• Orientation retreat. Let board veterans and new members come together at an annual 

orientation retreat.  The orientation retreat serves as a good refresher for current board 
directors about your charter school’s mission, educational programs and services, charter 
obligations, long-range plan and operations.  Plus, all board directors new and current alike - 
will get to know each other better and feel more comfortable when they attend the first board 
regular meeting. 

                                                
16 Aspen Publishers, Board Member Orientation, 1995. 
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A Last Bit of Advice 
 
Don't take for granted the board directors, even experienced ones, are working under the same 
assumptions about the roles and responsibilities of the board and share your philosophy of 
governance.  It will be the case that some members of the charter school board have served on 
several other boards.  They bring differing opinions about what the board should or should not 
do.  They may have a different view about the distinction between management and governance.  
(Some might not see a distinction at all). Therefore the charter school board must develop clear 
written policies regarding how it does its governing tasks.  The charter school administrator can 
play a role in helping the board reach and maintain consensus on a range of structural and roles 
issues related to board governance.  These consensus positions must be a central part of a 
complete board orientation program.  And remember, orientation for new board directors is only 
the first step in a broader board training program that must be ongoing. 

 
Chapter 3: Tools You Can Use 

Samples Of Foundation Documents  
• Sample Board of Directors Handbook Table of Contents  [Source: Independent Schools 

Association of the Central States (ISACS)] 
• Sample Board Director Orientation Outline (Source: United Way of Minneapolis Area 

The Management Assistance Program for Nonprofits and Carter McNamara, PhD) 
• Parliamentary Procedure Overview 
 

Essential Resources for Board Orientation and Training 
• Board Member Orientation. Published by Aspen Publishers, Inc. This publication 

includes a number of sample forms and documents useful in every step of the board 
orientation process. As an added feature, all of the forms and worksheets in the manual 
are available on a Macintosh and IBM compatible diskette. 

• How Do We Keep Board Members Informed? National Center for Nonprofit Boards. 
Frequently Asked Questions. Go to: www.ncnb.org 
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Sample Board of Directors Handbook 
[Source: Independent Schools Association of the Central States (ISACS)] 

 
ISACS recommends that any or all of the following items be included in a trustee 
handbook for the benefit, erudition, and enlightenment of one's trustees: 
 

1. School Mission Statement 
2. Brief History of the School 
3. Directories: Trustee; Faculty; Parent/Student 
4. Board Committees: Structure, Charges, Assignments 
5. Calendars: School Year; Board and Committee Meetings 
6. Budget/Audit 
7. Endowment Report 
8. Strategic Plan 
9. NAIS "Principles of Good Practice" (Especially those on Board, Trustees, 

Head, Admissions, Hiring, Fund-raising) 
10. By-laws 
11. Admissions Catalog & Application Package 
12. School Placement Profile 
13. School Statistics (e.g., Items reported in annual ISACS report) 
14. Copy of NAIS' Trustees Handbook and the ISACS Primer for Trustees 
15. Minutes (from the last year) 
16. Board Policies: Endowment (Investment & Spending Policies); Conflict of 

Interest; Contagious Diseases (AIDS); Sexual Harassment; Admissions; 
Financial Aid; Staffing & Personnel; Board Resolutions; etc. 

17. Handbooks: Employee & Parent/Student 
18. Board Orientation Procedures and Schedule 

 
ISACS would add that the NAIS Handbook for Trustees and the ISACS Primer for 
Trustees should become a focus point for orientation of new trustees, a process that 
should include a tour of the school, meeting with the head and development 
officer, and luncheon with the members of the Board's Committee on Trustees (i.e., 
Directorship /Nominating Committee). The trustees’ handbook is one arrow in the 
quiver of trustee education, vital to keeping everyone on target. 
Author: Patrick F. Bassett, Executive Director, Independent Schools Association of the Central States 
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Sample Board Director Orientation Outline 
 
Meeting Format  
New directors need to feel like they’re an integral part of the board as soon as possible. If they 
don’t feel comfortable voicing their opinions, you’re all losing valuable input! Information is 
what will help everybody feel at ease. No matter how well-qualified your new board directors 
are, it will take some time to get them up-to-speed and feeling comfortable as members of your 
team. But there are steps you can take to hurry this process along.  Conduct an orientation 
session for all new board directors. Have them meet with staff and executive officers. Spend time 
going over background material about the organization and bring them up-to-date on the issues 
facing the board. Allow plenty of time for questions and answers. Try to cover these topics in a 
new board director briefing:  
 
Introduce Everyone  

• Elected Chair  
• Executive Officers  
• Committee Chairs and Members  
• Other Board directors  
• Staff  
• Guests and Others  

 
Describe the Charter School (Mission!)  

• Who we serve  
• What we do  
• Overview of educational program 
• Other  

 
Explain and Discuss  

• Meeting attendance requirements--both full board and committee  
• Committee assignments and charges  
• Board role and relation to administrator/staff  
• Other  
• Conduct school tour 
• Administrative offices and board room  

  
Provide Documents Organized in a Manual  

• Mission statement  
• Bylaws  
• Policy manual  
• Minutes of board meetings for the past year  
• Annual report  
• Audit report  
• Current budget  
• Current financial report  
• Strategic plan  
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• Goals for the year  
• Rosters board directors including addresses and telephone numbers  
• List of board officers  
• List of committee memberships including chairs  
• Annual calendar of activities and meetings  
• Copies of the newsletter for the year  
• Other  

 
Collect Data at the Meeting 

• Addresses  
• Telephone--home and office  
• Fax number  
• E-mail address  
• Best time to contact  
• Best time for meetings  
• Other  

 
These are ways to get board directors comfortable with board responsibilities and meeting 
participation. Not only do the new directors start contributing right way during the meetings, 
they also develop a good working relationship with the veteran board directors. Plan this meeting 
within the first month of the term of office. Waiting until the first or second quarter will only 
delay your board’s effectiveness.  
 
 
 

Source:  
United Way of Minneapolis Area 

The Management Assistance Program for Nonprofits 
2233 University Avenue West, Suite 360 

St. Paul, Minnesota 55114  
(612) 647-1216 

and Carter McNamara, PhD 
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Parliamentary Procedure Overview 
 
Use this as a quick reference tool when you need to refresh your parliamentary procedure knowledge.   
 
 To do this: Say this: Interrupt Second Is motion Is motion What vote 
   speaker? required? debatable? amendable? is required? 
 
Adjourn meeting “I move No Yes No No Majority 
before business that we  
is completed adjourn.” 
 
Recess the   “I move that No Yes No Yes Majority 
meeting  we recess until” 
 
Suspend further “I move we No Yes No  No Majority 
consideration of table it.” 
an issue 
 
End debate  “I move the No Yes Yes Yes Two-thirds 
  previous 
  question.” 
 
Study an issue “I move we No Yes Yes Yes Majority 
further  refer this matter 
  to a committee.” 
 
Introduce business “I move that” No Yes Yes Yes Majority 
(primary motion) 
 
Amend a motion “I move that  No Yes Yes Yes Majority 
  this motion be 
  amended by” 
 
Object to procedure “Point of order.” Yes No No No No vote, 
or a personal affront      chair decides 
 
Take up a previously “I move we take No Yes No No Majority 
tabled matterfrom the table” 
 
Consider an  “I move we No Yes No No Two-thirds 
issue out of its suspend the rules 
scheduled order and consider” 

 
 
 



 

 86 

 

Chapter 4: Board Decision-Making And Meetings  
 
Critical Board Building Challenge: How does the Charter School Board make effective 
decisions? 
 

Basic Assumptions 
 
The model of charter school board decision-making described in this section of the guidebook is 
built on the following assumptions and beliefs: 
 
• The buck stops with the board. The first assumption, simply put, is that the buck stops with 

the charter school board.  As the board of an independent public school, in many cases also a 
separately incorporated nonprofit organization, the charter school board is the source of all 
authority – much of it delegated to others – and has the ultimate responsibility as a result. 

 
• Distinction between governance and management. The decision-making model also 

reflects a clear distinction between governance decision-making and management decision-
making.  The board of directors focuses on matters of governance and delegates 
administration and management to the charter school administrator, who in turn delegates to 
other staff. 

 
• Distinction between ends and means—the board focuses on the ends. The distinction 

between governance and management is further developed by making a distinction between 
“ends” and “means.” As described in Chapter 1, ends policies and decisions have to do with 
three things: the charter school’s results or outcomes, the recipients of those results -- the 
children attending the charter school, and the costs to achieve those results. “Means” refers 
chiefly to the means used by the charter school staff, with leadership of the administrator, to 
achieve the ends determined by the board. 

 
• The board speaks with one voice or not at all. Board decision-making is always done 

within meetings of the board. According to John Carver and others, the board exercises its 
authority only when it acts collectively — “as the board.” Individual board directors cannot 
make board decisions acting alone or in a small group.  Certainly, individual board directors 
can be delegated authority to act on the board’s behalf. This is different from unilateral, 
unauthorized action by a board director acting alone. 

 
• The board has limited time in which to make its major decisions. The model of board 

decision-making described here reflects the view that the charter school board major 
decisions to make and a limited amount of meeting time in which make them and to carry out 
its other responsibilities. This forces the board to be very selective in the items it includes on 
its own meeting agendas. 
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• The board is not a substitute for “everything else.”  The board is the place where 
governance decisions are made. Other decisions and actions take place elsewhere. In a 
well-organized charter school, there will be other structures, systems and procedures to 
provide opportunities for staff, parents, students, and other community members to 
provide input, make decisions, and take action.  Some of these structures will be linked 
to governing board decision-making.  A good example is the strategic planning process.  
While the final decision to formally adopt the strategic plan is made by the board, the 
strategic planning process must include extensive involvement of all constituencies of 
the charter school. At the same time, parent input in decision-making will occur at all 
levels of the charter school. For example, the Y. W. C.A. Global Career Academy 
Charter School in Milwaukee, has designed 12 mechanisms for parent involvement and 
decision-making. (This framework is included in the Tools Section of Chapter 8.)  One 
of these participation mechanisms is direct parent representation on the charter school 
board. Most of the other parent involvement occurs on an ongoing basis and is not 
directly connected to the decision-making that occurs at the board level. The intent, 
however, is to make the “voice of the customer” so pervasive that it impacts all charter 
school decision-making. 

 
• Clarity about roles and responsibilities between the board and administrator. Finally 

the decision-making model reflects clarity and agreement about roles and responsibilities of 
the board and the charter school administrator.  This theme will be more fully developed in 
Chapter 7 which addresses board – staff relations. 

 

Board Decision-Making Model 

Charter School Board Governance Framework Chart 
 
It is helpful to refer back to the Charter School Governance Framework Chart in the Tools 
Section of Chapter 1.  The decision-making model reflects John Carver’s distinction between 
“ends” and “means.” In this view, the charter school board places primary focus on “ends” –
mission, vision, key results to be achieved by the charter school. The board will also place 
priority on major actions and decisions that support the “ends” such as monitoring school 
progress toward meeting the student achievement and other objectives agreed to in the charter 
contract, budget approval, school-wide policies, strategic planning, and charter school 
administrator performance review.  
 
One of the reasons this ends/means distinction is helpful is because of the limited amount of 
formal meeting time is usually available for board decision-making. As was pointed out earlier, a 
board that meets monthly for two hours has only 24 hours in which to make a number of major 
decisions and still have time to address other unforeseen major issues and challenges.  
 
As conveyed in the governance framework chart in the Tools Section of Chapter 1, these broader 
governance decisions create the space or playing field for board committees, charter school staff 
led by the administrator, and non-board volunteers to plan and implement actions in their 
respective areas of responsibility. People have autonomy within the boundaries created by board 
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decision-making in the major areas noted above. The board does not micro-manage or meddle in 
decision-making that is best done by those responsible for the development and delivery of 
educational programs and support services. Whenever possible, the board will effectively 
delegate implementation responsibility with clear instructions and/or suggestions to its own 
committees and the charter school administrator, so that the board as a whole can continue to 
maintain a focus on areas of major policy and decision-making. 
 
 

Elements Of Effective Decision-Making 
 
Eugene Smoley, author of Effective School Boards,17 identifies four elements of effective school 
board decision-making:   
 
• The board accesses and uses relevant information. Relevant information comes from 

many sources, including district staff and community; it is focused on several board 
concerns: resolving immediate crises and strengthening longer-term educational results; it is 
accurate, balanced and presented as an efficient guide for action. 

 
• The board discusses issues deliberately. Deliberate discussions leading to board decisions 

are systematic, objective and open; board directors frame issues, consider information in 
context, and give the time necessary to avoid forcing decisions prematurely.  They put aside 
personal differences, like hidden agendas, and consider without prejudice the merits of the 
particular situation or issue, and are honest and forthright in their exchange of viewpoints. 

 
• The board considers alternative actions. Consideration all the alternative actions indicates 

that the discussion reflects different points of view, hears all sides, and assesses the positive 
and negative consequences of various choices. 

 
• The board works toward consensus.  Board directors try to find areas of commonality, 

tolerate ambiguity and recognize the need for compromise in the importance of reaching 
agreement. When boards work toward consensus, board directors try to find areas of 
commonality, tolerate ambiguity, and recognize the need for compromise and the importance 
of reaching agreement. 

 
 

                                                
17 Smoley, Eugene, Effective School Boards, Jossey-Bass, 1999. 
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Policy-Making: A Critical Area of Board Decision-Making 
 
Policies are an important set of far-reaching decisions made by the charter school board. Let’s 
begin with a definition of policy.  According to Andrew Swanson, author of the Board Sense 
newsletter, policies are broad precepts or principles designed to influence and control future 
decisions, directions and actions of the board. Boards focus on broad organizational policies and 
leave operating policies and procedures to the charter school administration.  Through policy-
making, the board is able to delegate authority and still retain ultimate responsibility and control.  
Policies also provide a framework in which other decisions can be made and the work of the 
board and staff carried out.  Policies assure consistency of actions especially in difficult and 
stressful situations. Policies also minimize “re-deliberation” on matters that the board has 
previously decided. Finally, policies define the ways the school wishes to work and the board 
wishes to govern.18  
 
The Washington State School Directors' Association notes that effective board policies have the 
following characteristics: 
 

• Reflective of the educational goals of the charter school;  
• Written within the scope of the school board’s authority;  
• Adopted through proper board procedure;  
• Respectful of legal and constitutional rights and requirements; and  
• Communicated to the persons within the charter school community it will affect. 

 
 
There is a hierarchy of legal authority within which board policies fit.19 This hierarchy can be 
described in the following way: 
 

1. Applicable federal and state laws, including Internal Revenue Service regulations. 
2. Charter school contract with the authorized chartering body. 
3. Articles of incorporation for the charter school. 
4. Bylaws of the charter school. 
5. Standing policies of the board of the charter school. 
6. Other one time, short-term policies found in the charter school board minutes. 
7. Personnel policies and procedures. 
8. Administrative decisions made by staff based on, and/or consistent with, the above. 

 
No action or policy decision at any one level within this hierarchy may violate the rules set in the 
level above it. 
 

                                                
18 Hundley DeKuyper, Mary, Trustee Handbook, National Association of Independent Schools, 1998.  
19 Adapted from: Andringa, Robert C. and Engstrom, Ted W., The Nonprofit Board Answer Book, National Center 
for Nonprofit Boards, 1997. 
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How Policy Is Created 
 
The board can effectively develop policy by proceeding through the following sequence:20 
 
1. The board first identifies a need for new policy. The recognition that there is in need for a 

new role of institutional policy can come from a number of sources: board committees, the 
chair of the board, the charter school administrator, other staff, parents, students, and 
community members. Some of the conditions that cause the charter school board to consider 
development of new policy include the following: 

 
• Issues are arising which are not adequately/acceptably addressed by current board 

policies. 
• Changes in operating practice have accumulated over time so that the current policies do 

not reflect reality. 
• External changes and trends that have an impact on the charter school and the families 

being served, for example workforce, demographics, have brought new issues forward. 
• The charter school has changed in size, scope, services offered or methods of delivery of 

services. 
• Recent federal or state laws have created the need for adjustments in policy, e.g., wage 

and hour laws, equal employment, safety, provisions of the applicable state charter school 
legislation, etc. 

• Current policy does not adequately reduce ambiguity and insure uniformity of decisions 
across the charter school. 

 
When such new issues and questions arise, the first question for the board to ask is “What do 
our current policies say?” If the language of the current policies do not provide guidance, the 
next question is, “What policy should we adopt to cover this and similar situations in the 
future?” 

 
2. The board then assigns a team to draft new policy. After it has been determined that a new 

policy is needed, often it is the charter school administrator who is in the best position to 
draft policies for board review because he or she is thinking about the school every day and 
is frequently most aware of what’s needed.  However, since setting board policy is ultimately 
the board’s responsibility, a board-staff team of two can also be effective. In either case, the 
board needs to clearly communicate its concerns and any preferences regarding how new 
policy will be approached to the team that will write the policy draft. 

 
3. Write a first policy draft. The writing team then develops a written policy statement that 

responds to the issue or question at hand.  In some cases, the team can use policies that have 
been drafted by other charter schools.  Samples of common policies are included in this 
chapter’s Tools Section.  John Carver, author of Boards That Make a Difference, encourages 
boards to start with broad statements and become more specific only if it will improve the 
policy.  His guidance comes in the following words: 

                                                
20 Adapted from: Andringa, Robert C. and Engstrom, Ted W., The Nonprofit Board Answer Book, National Center 
for Nonprofit Boards, 1997. 
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• Decide the largest issue in a given category before smaller issues in that same category. 
• Stop at the level where you can accept any reasonable interpretation of the decision just 

made.21 
 

It must be understood that if the policies become too detailed, it is almost certain that the 
board has moved beyond policy-making and has begun to invade staff administrative 
prerogatives.  The board should keep its policies at the broad governance level, maintaining 
the distinction between “Ends” and “Means” presented in Chapter 1. 

 
4. Ask legal counsel to review the draft policy. In some cases, depending on the nature of 

policy questions, once the drafting of policy begins, it may be important to bring the charter 
school's legal counsel into the picture to review the policy draft.  The attorney, who should 
be familiar with applicable charter school law and regulations, should not write policy but he 
or she will certainly have many helpful suggestions including how new policies should be 
adopted in such a way that any previous, related policies can then be continued. By no 
means, however, is a legal review required of each and every policy draft under consideration 
by the charter school board.  

 
5. Present draft policy to the board for approval.  Once the drafting chain has the policy 

draft ready for board approval, it is advisable to have a first reading at a board meeting to 
give the writing team informal feedback.  The writing team can then incorporate any 
suggestions and send scratch that and bring the final policy draft to the next board meeting 
when the board can formally adopted. 

 
6. Continue to review and revise board policies.  Periodically, the board should review its 

policies to make sure they're still relevant and in compliance with applicable laws and 
regulations. 

 
 
For new charter schools, it is advisable to develop a set of basic policies at the same time.  The 
policy checklist from the National Association of Independent Schools included in the Tools 
Section of this chapter can be a resource.  Also consider some of the sample policies included in 
the Tools Section.  The same steps described above can be used to develop this initial set of basic 
policies. 
 

Board Policy Manual 
 
As described above, policies constitute some of the most important decisions that the charter 
school board will make. The board is liable for its own policies in a court of law.  Staff members 
need to be clear exactly what they’re supposed implement. And board directors should not have 
to reinvent similar policies over and over again.  Therefore, board policies should be kept 

                                                
21 Carver, John, Boards That Make a Difference, 2nd Ed., Jossey-Bass, 1997. 
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organized and accessible. For this reason, it is advisable to have a written board policy manual in 
which all the policies the board adopts are maintained.   
 
This board policy manual is a useful tool that helps the board speak with one voice on critical 
matters, guiding it and staff until the board chooses to make changes. As such, the policy manual 
is essential for effective board decision-making. 
 

Tools to Support Effective Board Decision-making 

Decision-Making Flowchart 
 
It will be very helpful to have a written description of the decision-making process the board 
intends to use.  In the Tools Selection of this chapter, there is a decision-making flow chart based 
on the model of board governance described in Chapter 1.  This decision-making flowchart 
reflects the following fundamentals: 
 

• Issues, concerns and policy questions that come before the board of directors can 
originate from staff, individual board directors, parents, students and the community at 
large. 

 
• An executive committee or similar group reviews such issues, concerns and policy 

questions to determine whether or not they should be brought to the full board or, based 
on current board policies, assigned to the charter school administrator, board committees, 
or another body to be dealt with. In this way, the executive committee attempts to 
differentiate between governance matters that deserve the full board’s attention and 
management matters that can be delegated to staff. 

 
• Items that are referred to the full board are either acted upon by the board or delegated to 

board committees, or the charter school administrator for action or for the development of 
recommendations to the board for action at a future board meeting. 

 
This approach reflects clarity about who is responsible for what. It also reflects an understanding 
of the “ends/means” distinction described in Chapter 1 and earlier in this chapter.  If the board 
consistently uses this decision flowchart, over time, it will become more effective in using its 
meeting time for true governance decision-making. 
 

Decision Matrix 
 
Another important tool to support charter school board decision-making is the decision matrix. 
The purpose of such a matrix is to clearly define the authority and decision-making roles and 
responsibilities of the board in relation to authority and decision-making roles and 
responsibilities of other groups and constituencies within the charter school.  The final 
interpretation of such a matrix will rest with the board of directors. While such a written tool will 
not completely clear up occasional confusion and lack of agreement about who decides what, the 
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decision matrix will prevent many problems that frequently plagued charter schools from 
developing.  The matrix will save time, increase the impact of people’s efforts and help to build 
stronger relationships among the board, staff, parents, students, and other key constituencies. 
 
One of the finest examples of such a matrix has been developed by the Washington Core 
Knowledge School, located in Colorado. The school’s decision-making matrix is included in the 
Tools Section of this chapter. The matrix identifies decisions needing to be made in a number of 
broad categories such as: school goals, curriculum and instruction, personnel, staff development, 
communication, budget, assessment and evaluation, record-keeping, and school culture.  For 
each of these decision categories, the matrix then specifies: 
 

• The decision to be made; 
• Who should decide (which person or group has the final say in a decision area); 
• Who should recommend (which person or group will be responsible for recommending a 

solution); 
• Who should be solicited for input (which person or group will be contacted in order to 

obtain an opinion or information prior to the decision being made.  Inputs would be 
welcomed from anybody, but some need to have their input solicited.); 

• Who will be informed (which person or group will be informed of the decision once it is 
made.  The decision maker is responsible for informing those individuals or groups.); 

• Which decision making process will be followed (the model identifies five possible 
decision-making processes that can be used depending on the nature of the decision.) 

 
Taken together, the elements included in this decision making matrix, comprise a system for 
decision-making that reflects the need to clearly define who does what, reserving ultimate 
authority for the board, or as it is called in the Washington Core Knowledge School sample, the 
“Site Based Management Council.”  At the same time, use of such a decision-making matrix will 
create many opportunities for input, influence and decision-making throughout the charter 
school.  
 
To summarize, the benefits of such a matrix include: 
 

• Clear up any confusion about "who does what."  
• Ensure that for each task, there is a responsible party.  
• Communicate "who does what" so parents or other staff people are immediately referred 

to the correct party.  
• Facilitate additional communication by helping people who need to work together to get 

to know each other.  
• Prevent duplication of effort. 

 
As with many of the tools included in this governance guidebook, the Washington Core 
Knowledge School decision-making matrix should be reviewed and revised so as to meet the 
specific needs and requirements of your charter school. 
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The Role Of The Executive Committee In Facilitating Effective Board 
Decision Making 
 
Another critical element in effective decision-making is a functioning executive committee. 
Board committees will be given fuller treatment in Chapter 10. (A sample Executive Committee 
job description is included in the Tools Section of that chapter as well.) However, our discussion 
of board decision-making will not be complete with an explanation of the Executive Committee 
at this point. 
 
In a charter school board, as in most other organizations, the Executive Committee typically 
consists of the four executive officers of the board: the president, vice-president, secretary, and 
treasurer. Sometimes other members of the board are included as part of the executive 
committee: for example, chairs of key standing committees or at-large members from the board 
to assure representation of diverse viewpoints. 
 
The executive committee facilitates effective decision-making by the full board by playing the 
following three critical roles: 
 
• Planning the agenda of board meetings. It is the responsibility of the Executive Committee 

to meet regularly with the Charter School Administrator in advance of board meetings to 
develop the board meeting agenda. Frequently, development of the board meeting agenda is 
left up to the charter school administrator. Certainly, the administrator needs to be involved 
but developing the board meeting agenda is the responsibility of the board leadership. A 
sample board meeting agenda is included in the Tools Section of this Chapter. 
 

• Making decisions on behalf of the full board. Between the regular meetings of the board 
the executive committee can make decisions that can't wait for the next regular board 
meeting or on matters that the full board has delegated authority to the executive committee. 
In both cases, the executive committee receives its authority from the full board and needs to 
report on its decision-making at the subsequent meeting of the board. 
  

• Serving as a communication link with other members of the board, especially the 
committee chairs. In order to be effective decision-makers, the board must foster 
communication among its members in between regular meetings. The executive committee 
plays a vital role to insure that this happens utilizing telephone, fax, email and face-to face 
meetings. 

 
To facilitate its work, the executive committee should meet on a regular basis. For example, if 
the board holds its regular meetings on a monthly basis, the executive committee might also meet 
monthly in between the regular board meetings. The board chair and the charter school 
administrator should develop an agenda for the executive committee in advance of its meetings. 
To save time, these agenda pre-planning meetings can often be done by phone and/or email. 
 
When the executive director and board president meet, they should begin by identifying agenda 
items to be handled by the executive committee.  These items are placed on the executive 
committee's meeting agenda as action items.  In placing such items in this category, board 
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president and executive director are assuming, based on past practice as well as relevant bylaw 
language and board policy, that such items are appropriate for executive committee decision-
making.  The next agenda category includes those items that would be appropriate for executive 
committee discussion and/or referral to the full board as action items or as information items.  In 
this instance, the board president and executive director are making the judgment that the 
executive committee lacks authority to act directly on such items.  Their discussion of such items 
during the executive committee meeting may lead to recommendations for future action by the 
board as a whole but the executive committee will stop short of making a decision on its own. 
 
A third category of executive committee meeting agenda items are those items that are offered to 
executive committee members for their information only; they don't require action by the 
executive committee or by the board as a whole, but the board chair and administrator consider 
this information important enough to share with other members of the executive committee and 
possibly the full board.  
 
By working with an executive committee agenda organized in this manner, the board chair, other 
members of the executive committee and the administrator will use their meeting time more 
effectively and efficiently, resulting in decisions on matters that are appropriate for executive 
committee action.  More importantly, they will lay the groundwork for effective decision-making 
by the board as a whole by reviewing, and if appropriate, making recommendations for board 
action for items that must be handled by the full board of directors. They will also avoid 
spending unnecessary time on information items that require no real discussion or board 
deliberation. 
 
As a result of such a meeting process, the executive committee can then construct an agenda for 
the full board meeting that places priority on governance-related action items. It can be seen that 
by taking care of its own work in an effective way, the executive committee facilitates effective 
decision-making by the board as a whole. An executive committee meeting agenda planning 
form can be found in the Tools Section of this chapter. 
 
One caveat: Sometimes organizations experience problems when the executive committee is 
allowed to function as an elite group, presenting “already made” decisions at meeting for the full 
board’s rubber stamp. These and related problems are preventable if there is a written committee 
job description for the executive committee that spells out the role of the committee and 
limitations on its authority. There is a sample executive committee job description in Chapter 10 
of this guidebook. 
 

Time Management of Board Meetings 
 
The effectiveness of board decision-making will improve if the following meeting time 
management practices are used: 
 

• Written board-meeting agenda with time estimates.   A written agenda for the board 
meeting should be developed by the executive committee and charter school 
administrator and distributed to board directors a week before the board meeting date. A 
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sample agenda is included in the Tools Section of this chapter. The agenda should 
include estimates for each agenda item.  

 
• Start on time. If the board meeting is scheduled to begin at 7 p.m., start at 7 sharp, not at 

7:10. Some board directors may have a habit of arriving late, and to make members who 
arrive on time wait for those who do not is both unfair and inconsiderate. It will also 
build resentment over time. When board directors know that the charter school board 
meetings start promptly, they will arrive on time more often. And the reverse is also true 
– some board directors will quickly get into the habit of arriving late if the board has 
gotten into the habit of starting late! Be punctual and begin meetings on time, every time. 

 
• End on time. Meetings should not only begin on time, but end on time, too. Time limits 

create a sense of urgency, and board directors will usually react by concentrating on the 
issues at hand, avoiding idle chatter, etc. Deadlines will encourage the board to be more 
efficient and effective, especially as the end of the meeting approaches 

 
• Remind the board of the time. It is always appropriate for the board chair to point out, 

when there is a long discussion, that there are a number of other items on the agenda, and 
the hour is getting late. In fact, most people will expect the chair to do this. Of course, the 
chair can use discretion in determining when a critical discussion requires more than the 
allotted time. 

 
• Track use of board meeting time. Studies of regular school board meetings have 

revealed that, in some cases, boards devote as little as 10% of their time on matters 
related to teaching and student learning. One way of maintaining and increasing the 
board’s focus on matters of real importance is to track actual use of board meeting time. 
Start with the written meeting agenda that includes time estimates for each item. Make 
sure that these original time estimates reflect a focus on priority board work as suggested 
earlier. A board director can be asked to serve as process observer, noting actual time 
spent on each agenda item. Then at the end of the meeting, as part of a brief evaluation on 
meeting effectiveness, the chair can ask the observer to report results. The results can be 
used as the basis for future improvement in the use of board meeting time. 

 

Consent Agendas 
 
To expedite business at a charter school board meeting, the board can approve the use of a 
consent agenda that includes those items considered to be routine in nature. A consent agenda 
would appear as part of the regular board meeting agenda. Full information about these items 
should be provided to the board in advance in the board packet and any questions or concerns 
can be directed to the makers of the motions and answered prior to the meeting. This allows 
thorough examination of the routine items without using up precious board meeting time. 
 
Any item which appears on the consent agenda may be removed from the consent agenda by a 
member of the board. The remaining items will be voted on by a single motion. The approved 
motion will then be recorded in the minutes, including a listing of all items appearing on the 
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consent agenda. Use of a consent agenda eliminates the need to vote separately on many of the 
routine items and resolutions not requiring explanation or board discussion. There is generally 
one motion to approve all items on the consent agenda, but it takes only the request of any one 
board director— generally not a formal vote—to remove any item from the consent agenda 
before the vote. If removed from the consent agenda, the item will be taken up later in the regular 
agenda. That item is then discussed and voted on separately, after the rest of the consent agenda 
has been approved. 
 
In all cases, it is assumed there is nothing controversial about these items and therefore no need 
for discussion.  Grouping agenda items like these facilitates the meeting and allows time to be 
properly spent on issues that do need discussion.  
 
Here are some examples of routine items that can be included in a consent agenda:22 
 

• Committee and previous board meeting minutes. 
• Minor changes in a procedure. 
• Routine revisions of policy. 
• Updating documents, for example, address change for the charter school. 
• Standard contracts that are used regularly (confirmation of using the traditional in-house 

contract with a new vendor). 
• Confirmation of conventional actions that are required in the bylaws (for example, 

signatory authority for a bank account or acceptance of gifts). 
 

Annual Calendar Of Major Board Decisions 
 
Another tool that can help charter school boards maintain their focus on governance policy and 
critical emerging issues is an annual calendar of major decisions.  To a great degree, the major 
decisions that a charter school board makes are made on an annual basis.  Here are some 
examples: 
 

• Monitoring student achievement. 
• Annual review and update of the charter school strategic plan. 
• Setting the annual budget of the school.   
• Review of the administrator’s performance. 
• Setting goals for the following year. 
• Evaluation of the effectiveness of the educational program. 
• Election/selection of new members of the board.   

 
Major decisions such as these can be scheduled on an annual basis.  In this way other decisions 
and work can be scheduled in a timely manner. By mapping out major decisions in advance, this 
can also facilitate decision-making by the board’s committees. It can also help the charter school 
administrator organize his or her priorities. Some of these decisions will be tied to annual and 

                                                
22 “Boards In Motion: How to Have Better Meetings,” Board Member Newsletter, National Center for Nonprofit 
Boards, Sept. 1999. 
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strategic planning discussed in the next chapter. A sample calendar of decisions is included in the 
Tools Section of this chapter. 
 

Organizational Dashboard 
 
Another tool that can be used to increase the effectiveness of board decision-making is the 
“organizational dashboard.”  Chait, Holland and Taylor describe this tool in Improving the 
Performance of Governing Boards.23 The dashboard incorporates key success factors of the 
charter school – the most essential areas of performance.  These are the variables that most 
determine whether the charter school will succeed or fail.   Once the critical success factors have 
been identified, the board and the charter school administrator (and other key staff) can then 
propose and consider strategic performance indicators – the qualitative and quantitative data that 
most accurately measure and convey the critical areas of performance.   These critical success 
factors should be linked to the charter school application and contract as well as the charter 
school strategic plan.   By focusing on these indicators, the board can position itself to place its 
focus on the priority areas of governance. 
 
As the “dashboard” metaphor implies, the board will regularly refer to the organizational 
dashboard for feedback on how well the school is doing relative to the critical success factors. In 
this way, corrective action can be taken before – not during or after – a crisis erupts. The latest 
version of the dashboard will be included in the board packet of information. The review of the 
dashboard will be a standard part of each regular board meeting. A “most current version” can be 
maintained on the school’s website, available for board directors anytime. 
 
Picture the critical performance indicators for a charter school displayed as a 1-3 page chart that 
would enable the board to regularly answer the following questions: 
 

• Are we in compliance with our charter contract? 
• How well are our students performing? 
• Are we attracting new students to the charter school and retaining students currently 

enrolled in the charter school? 
• How well is our staff performing? 
• Are we attracting and retaining skilled, dedicated paid staff and volunteers? 
• What is the level of involvement of parents? 
• What is our overall financial performance? Is our revenue structure balanced?  Are we 

deploying our funds appropriately and according to the approved budget of the charter 
school? 

• How well are we acquiring the resources we need?  How well are we using and managing 
our resources? 

 
The dashboard can also be a powerful tool for regularly communicating with parents, funders, 
community supporters, as well as the charter authorizing body. 
 
                                                
23 Chait, Richard, Holland, Thomas, and Taylor, Barbara, Improving the Performance of Governing Boards, Oryz 
Press, 1996. 
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Providing The Board The Information It Needs To Make Effective 
Decisions 
 
The effectiveness of the board’s decision making will increase dramatically if critical 
information is sent in advance of meetings so that board directors can have their ideas and 
questions well formulated beforehand.  
 
Characteristics of Good Board Information 
Consider ways to enhance the quality of board information. Barry S. Bader, a consultant and 
author specializing in governance, identifies seven guidelines for developing effective board 
information: 
 

• Concise. Is the information communicated as quickly or as briefly as possible? 
• Meaningful. Is the information presented in relationship to a significant factor, such as a 

goal set by the board, past performance, or comparative data? 
• Timely. Is the information relevant to the current agenda? 
• Relevant To Responsibilities. Does the information help the board or board committee 

discharge its responsibilities? 
• Best Available. Is the information the best available indicator of the situation or 

condition being described? Can better information be provided? 
• Context. Is it clear why this information is important? 
• Graphic Presentation. Could the information be presented better graphically than in 

words? 
 
Board Book Containing The Agenda And Information Packet In Advance Of Board 
Meetings 
An effective way to provide board directors with needed information in a timely manner is 
through a written board book or board director packet that goes out before board meetings. 
 
The most informative and useful board books include some or all of these features: 24 
 

• A cover memo from the board chair and the charter school administrator that outlines 
significant developments since the previous meeting and previews the goals and key 
issues for this meeting. 

• An updated copy of the organizational dashboard. 
• Agendas for all committee meetings and the board meeting that include for each major 

item a set of discussion questions, a concise statement as to why the matter must come 
before the board, an essential supporting materials. 

• An executive summary of any document in the book longer than a few pages. 
• Minutes of the previous meetings of the board and committees. 
• A list of the board’s current goals and strategic priorities (as a reference for board 

discussion and decision-making at the coming meeting). 
• A copy of the mission statement and a list of principal goals from the strategic plan. 

                                                
24 Ibid. 
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• Evaluation forms for board and committee meetings, if the charter school board uses such 
tools. 

• A roster of board directors and staff, with addresses, phone and fax numbers, email 
addresses and committee assignments. 

• Copies of recent news clippings regarding the charter school and/or charter schools 
generally. 

• A school calendar for the coming month. 
• Copies of any relevant school newsletters, announcements of upcoming school events, 

etc. 
 
Communication In Between Board Meetings 
In addition to the board book described above, additional information can be provided to board 
directors in between the regular meetings.  In some cases, this information will supplement what 
has been compiled into the board book.  Today, with more board directors having access to the 
Internet, in addition to printed material, the information needs of the board can be handled by 
utilizing the school’s Website and email. 
 
In addition to information sent from the school to board directors, use of email makes it easier 
for board directors to communicate to the school, the charter school administrator, and the chair 
of the board, as well as each other.  In the Tools Section of this chapter, see the sample Board 
Communication Plan. 

Chapter 4: Tools You Can Use 

Samples Of Foundation Documents  
• Flow Chart: How Board Decisions Are Made (Source: The Center for Public Skills 

Training) 
• Executive Committee/Board Meeting Planning Form (Source: The Center for Public 

Skills Training) 
• Questions Before Making Sound Decisions (Source: Board Member Orientation Manual 

by Aspen Publishers) 
• Sample Board Meeting Agenda (Source: Trustee Handbook by Mary Hundley 

DeKuyper) published by National Association of Independent Schools)  
• Sample Board Policies in Critical Areas: conflict of interest, enrollment, etc.-- See the 

following websites: Independent Schools Association of the Central States at 
www.isacs.org; click on “Monographs”, then scroll down and click on “ Board of 
Trustees” and “Business Operations” for sample policies. Also see Minnesota Council of 
Nonprofits management resources at http://www.mncn.org/manage.htm#2. Also see US 
Charter Schools at www.uscharterschools.org. Also see the Free Management Library of 
The Management Assistance Program for Nonprofits (MAP) at 
http://www.mapnp.org/library/boards/boards.htm#anchor1322914.  

• Decision-making Matrix (Source: Washington Core Knowledge School)  
• Board Communication Plan (Source: Robert Harris CAE, The Nonprofit Resource 

Center) 
• Policy Development Steps (Washington State School Directors' Association) 
• Board Meeting Evaluation Form (Source: Y. W. C.A. of Greater Milwaukee) 
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• Sample Board Operations Calendar (Source: The Management Assistance Program for 
Nonprofits) 

Essential Resources for Board Decision-making and Meetings 
• Fletcher, Kathleen, The Policy Sampler, National Center for Nonprofit Boards, 2000. 

Contains a diskette with over 70 policies covering critical areas such as conflict of 
interest, grievances, sexual harassment, nepotism, confidentiality and more. Comes with 
printed user guide. 

• Gardner, Laurie, Charter School Governance Toolkit, First Edition, Charter Schools 
Development Center, 1999. Section 2 includes a good selection of sample policies that 
can be adapted to meet your charter school’s specific needs. 

• Smoley, Eugene, Effective School Boards, Jossey-Bass, 1999. 
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Executive Committee Agenda Planning Form 
 

Date_____ 
 
Items for Executive Committee Action/Decision: 
 
1. 
 
 
2. 
 
 
3. 
 
 
Items for Executive Committee discussion and/or referral to full board as 
action items  (with or without recommendation) or as informational items: 
  
1. 
 
 
2. 
 
 
3. 
 
Items for Executive Committee information only: 
 
1. 
 
 
2. 
 
 
3.  
 
Key items for next board meeting: 
 
1. 
 
2. 
 
3. 
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Questions for Making Sound Decisions 
 

(Source: Adapted from: Board Member Orientation Manual by Aspen Publishers) 
 
Directions:  Ask yourself these questions when you’re faced with a tough board decision.  
This list will help you think through your decision and the reasons for it. 
 
1.  How will the decision affect the charter school? 
 
2.  How does this decision relate to our mission statement? 
 
3.  What’s the potential for legal problems if I vote yes?  What if I vote no? 
 
4.  Does this decision affect: 
 

• The children and families we serve?  How? 
 
 

• The charter school’s staff?  How? 
 
 

• The community?  How? 
 
 

• The charter school board itself?  How? 
 
 

Is the impact on any of these groups negative?  If it is, will the decision benefit significantly 

more people than it will harm?   

 
 
5. Have we voted on this matter before? If yes, why are we considering it again?  How have 

conditions changed? 
 
 
6. Do I have all the information I need to make a sound decision? What questions should I ask 

before making this decision? 
 
 
7. If someone asked me to justify why I made this decision, can I explain my decision? 
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Sample Board Meeting Agenda 
(Source: First appeared in The Trustee Handbook, Seventh Edition, by Mary DeKuyper, published by the National 

Association of Independent Schools. Reprinted with permission.) 
 

Call to Order 
(Welcome by the chair, who shares the objectives of the meeting in reviews the agenda) 
 

Consent Agenda Items -- Items Previously Sent To The Board 
(As previously described in this chapter, the consent agenda includes items that are approved by consent 
(without a vote, if there is no objection) or by formal vote.  Single items can be taken off calendar in 
considered separately, it even only one member wishes to do so.  Typical items in this calendar are: 

• Minutes. 
• Routine ratifications. 
• Board approval required by the bylaws, such as the approval of banking relations.) 

 
Treasurers Report -- Item Previously Sent To The Board 

(This is an opportunity for the treasurer to answer questions on financial reports or bring items for action.) 
 

Charter School Administrators Report -- Item Previously Sent To The Board 
(Opportunity for trustees to ask questions on the written report and for the charter school administrator to 
share any confidential items she/he did not want to put in writing.  The administrator can also use time to 
update board directors on broad educational issues and trends.) 
 

Committee Reports -- Items Previously Sent To The Board 
(Begin with committees that have action items that allow time for questions on other committees’ reports.  
Remember, committees do not need to be on every agenda if they have not sent out a report or have 
action items.) 
 

Issues Discussion/In-depth Board Education -- Items Previously Sent To The Board 
(This is the part of the agenda or the board can break up into smaller groups and or have interactive 

education or training.)Old (Unfinished) Business 
(Items that have been postponed from or not finished from previous meetings are handled here) 
 

New Business 
(This is an opportunity for a board director to bring up items that have not been placed on the agenda.  In 
the case of major issues, there likely would not be enough time for a thorough discussion of the item. The 
board could agree that such an issue would be scheduled for discussion at future board meeting or 
delegated to the appropriate committee for initial discussion with a report back to the board at a future 
meeting.) 
 

Evaluation Of The Meeting 
(This can be a quick, two-minute appraisal.  Board directors answer to questions: "What went well?"  and 
"What did not?"  -- Also see board meeting evaluation form in the tools section of this chapter.) 
 

Adjournment  
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Washington Core Knowledge School 
Decision-Making Matrix 

 
February 20, 1997 

 
Purpose 
 
The purpose of the WCKS Decision-Making Matrix is to meticulously define the role of each 
member of the WCKS community. In this overview we are summarizing the themes contained 
within the matrix, but the final authority resides with the contents of the matrix and its 
interpretation by the Site-Based Management Team. Each decision area is specified with respect 
to the following categories: 
 
Who Should Decide -- which person or group has the final say in a decision area.  
 
Who Should Recommend -- which person or group will be responsible for recommending a 
solution.  
 
Solicit Input From -- which person or group will be contacted in order to obtain an opinion or 
information prior to the decision being made. Inputs are always welcome from anybody, but 
some need to have their input solicited.  
 
Who Will Be Informed -- which person or group will be informed of the decision once it is 
made. The decision-maker is responsible for informing the proper people.  
 
Decision-Making Process -- which of the five possible decision-making processes will be 
followed.  
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Summary of the Roles of Various Persons and Groups 
  
SBMC 
 
The Site-Based Management Council is the primary policy-making body in WCKS. It is this 
group that sets the school's goals, improvement strategies, and calendar, and makes all major site 
policies. Any authority not mandated by statute or State or District policy either resides with the 
SBMC or is delegated by the SBMC. In cases of controversy, the SBMC may choose to retain 
decision-making authority from the groups to whom authority has been delegated. The SBMC 
consists of Parent Advisory Board (PAB) and the Teacher Advisory Board (TAB). 
 
PAB 
 
The PAB consists of seven parents elected by the parent community. Its primary function is 
being half of the SBMC, but it also has a special role in mentoring and evaluating the principal. 
Members of the PAB are to serve as advocates for the parents in disputes with staff members. 
 
TAB 
 
The TAB consists of six teachers plus the principal. Like the PAB, its primary function is as part 
of the SBMC. The TAB has a unique role in classroom scheduling and making Certified Job 
Descriptions.  
 
Administration (Principal) 
 
The principal is responsible for the day-to-day operation of the school and has the final say in 
matters of personnel hiring and evaluations, in accordance with PSD policy. The principal works 
with the faculty on the utilization of textbooks and classroom materials. 
 
Teachers 
 
Teachers decide on their own use of textbooks and classroom supplies, elect the TAB, and are 
represented on various committees. 
 
Faculty (all school staff) 
 
The staff decides teaching strategies, their own classroom organization, and have input into all 
major policy decisions. 
 
Parents 
Parents elect the PAB, are represented on committees, and have input into all major policy 
decisions. 
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Committees 
The various committees in the school are responsible for making the final recommendation on 
their relevant policies or personnel items. 
 
Decision-Making Processes: 
 
Problem -> Decide -> Share  
Problem -> Input > Decide -> Share  
Problem -> Recommendation -> Input -> Decide -> Share  
Problem -> Input -> Recommendation -> Input -> Revisions -> Decide -> Share  
Problem -> Recommendation -> Input -> Revisions -> Input -> Revisions -> Decide -> Share  
 
Key to Abbreviations 
A = Administration (Principal)  
All = All Stakeholders  
C = Committee (as listed)  
CDE = Colorado Dept. of Education 
CKF = Core Knowledge Foundation 
F = Faculty (all school staff) 
P = Parents 
PAB = Parent Advisory Board 
PSD = Poudre School District T = Teachers 
SAAC = School Accountability Advisory Committee 
SBMC = Site Based Management Council 
SC = Student Council 
S = Student body 
TAB = Teacher Advisory Board 


















































































































































































































































































