Handout #1

Governance vs. Management

If it sets a goal, states an expectation, clarifies a direction, then it is governance and “belongs” to the board.

If it acts in any way to accomplish a goal, or carries out an activity, then it is management and “belongs” to the administration.

The key to maintaining an effective relationship between the board and the school administration is to establish clearly defined roles:

	The Board
	The Administration

	ENDS (results)

Why?

What?

How Much?
	MEANS (methods)

How?

When?

Where?

Who?

	· Vision

· Mission

· Goals

· Policies
	· Objectives

· Strategies

· Action Plans

· Procedures

	MONITOR

VOTE
	IMPLEMENT

RECOMMEND


The following is The National Association of Independent School view of the board/staff relationship:

Design of the Partnership

	Polices
	Time and Attention Graph

	Strategies

Mission

Survival

Leadership

Major
	Board’s Decisions

Head’s Advice

	Partnership

Authorizations

Finance policies

Enrollment

Employment terms
	Shared Decisions: Board and Head

	Operational
Staffing

Program

Systems
	Board’s Advice

Head’s Decisions


Anything above the diagonal line refers to the allocation of the board’s time.

Anything below the diagonal line refers to the allocation of the head’s time.
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Board and Staff Roles Worksheet

A. Board initiates and decides on its own (charter school administrator may implement).

B. Board and charter school administrator decide together.

C. Charter school administrator formally recommends and board decides.

D. Charter school administrator decides and/or acts after consultation with board directors. 

E. Charter school administrator and/or staff act on their own within previous board policies.

	Issues And Tasks
	Should Be

	1. Mission statement for organization
	

	2. Formal annual goals and objectives.
	

	3. Recruitment of new board directors.
	

	4. Board and committee structure.
	

	5. Policy regarding board role and activities.
	

	6. Hiring and salaries of staff other than charter school administrator.
	

	7. Changes in bylaws to keep current.
	

	8. Annual income and expense budget.
	

	9. Budget amendments as required.
	

	10. Capital expenditures.
	

	11. Staff compensation policies.
	

	12. Other personal policies and practices.
	

	13. Investment policies.
	

	14. Arrangements for external audit.
	

	15. Fund-raising plan and policies.
	

	16. Adoption of new programs or services.
	

	17. Termination of current programs or services.
	

	18. Staff organizational structure.
	

	19. Organization’s insurance program.
	

	20. Board meeting agendas.
	


Handout #3

Division of Roles between Board and Administrator

This chart describes the roles and responsibilities of the board and the charter school administrator in critical areas.  Review each entry and revise as based on the specific needs and requirements of your charter school.  This chart should be reviewed on an annual basis and updated if necessary.

	Responsibility
	Board Of Directors
	Administrator

	Legal
	· Exercises fiduciary role to ensure that the charter school is properly managed.  The board should have a mechanism to validate information from the administrator.

· Maintains legal status; insures the proper paperwork is submitted to governmental agencies.

· Reviews financial and business dealings and exercises proper judgment in self-dealing transactions -- avoidance of conflicts of interest.
	· Must provide information to the board to demonstrate that the charter school is well managed.

· Compiles information for annual filing requirements.

· Signals to the board if either of the situations is likely to occur.



	Finance and Accounting
	· Approves annual budget.

· Reviews periodic financial reports (balance sheet, income statement, changes in financial position).

· Ensures that proper internal controls are in place.
	· Prepares annual budget with input from staff and finance committee 

· Oversees preparation of periodic financial reports.

· Implements proper financial controls.

	Planning


	· Establishes mission and program direction for the charter school and approves goals and objectives designed to achieve those ends.

· Reviews strategic plan and progress.  

· Assesses compliance/progress in achieving educational and other outcomes agreed to in the charter contract.

· Assesses program evaluation plan.
	· Participates in establishing mission and program direction for the charter school. Contributes to vision of the charter school; and assists  the board in maintaining focus and momentum for the charter school

· Develops specific program goals and objectives based on the board specific mission.

· Develops reports or oversees staff development of reports to demonstrate program progress.

	Policy
	· Develop and adopt written policies

· Responsible for reviewing policies periodically
	· Identifies need for new policies

· Responsible for assuring the implementation of policies and for assisting the board in analyzing policy options

	Personnel
	· Sets and reviews personnel policies.

· Hires Charter School Administrator and evaluates the administrator's performance.


	· Implements personnel policies.

· Recommends changes in personnel policies to the board.

· Hires all personnel and evaluates performance of staff members (or delegates to appropriate supervisor).


	Resource Development
	· Responsible for assuring long-range commitments of resources; establishes a fund development plan and participates in its implementation.

· Reviews and approves all major grant proposals.
	· Conduct research and maintain information database.

· Assist in fund development efforts.

· Develops grants, and other funding applications, plans fund-raising events, enters business ventures to support mission.  

	Board Accountability
	· Establishes and communicates clear expectations of Board directorship 

· Assures effective participation of Board directors
	· Facilitates training and information exchange for members in preparation for selection of Board directors

· Facilitates effective communication among Board directors

	Decision-making


	· Defines and communicates the role of Board, administrator in making decisions

· Assures appropriate involvement of board directors in charter school decision making


	· Makes action decisions within parameters set by the board, collaborates both with the other staff and Board in some decisions

	Community Relations
	· Promotes the charter school to parents and the general public, including serving as an emissary of the charter school to the broader community.

· Promotes cooperative action with other charter schools including activities and occasions when the charter school should take part in coalitions, shared programs, joint action, etc..
	· Interprets the mission of the charter school to the community through direct involvement, public relations programs, including personal contact, descriptive program literature, and work with the media; works closely with the board for an effective division of labor.

	Contracts
	· Approves contracts
	· Manages contracts

	Add Others Here


	
	· 
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Board, Committee and Staff Roles in Financial Oversight

	Board’s Role
	Finance Committee’s Role
	Charter School Administrator’s Role

	Approves a budget that reflects the charter school’s goals and board policies
	Revises budget as needed and makes recommendations.
	Prepares the budget and presents it to the Finance Committee or full board with backup information.

	Approves the format and frequency of financial and programmatic reports. 
	Recommends format for financial and programmatic summary reports for board approval. 
	Makes recommendations for financial and programmatic reports to the board; assures reports include information required by charter contract.

	Reviews monthly or quarterly financial statements.
	Reviews monthly financial statements with charter school administrator, school business manager, and/or CPA.
	Monitors income and expenses on a daily basis.  Prepares financial and educational program reports that can be compared to the charter school contract, budget and projected activities.

	Ensures adequate financial controls are in place and that financial reports are in accordance with accounting practices and applicable provisions of the charter contract.
	Reviews accounting and control policies and makes recommendations for changes and improvements.
	Raises policy issues and provides information for standard accounting policy decisions.  Carries out policies established by the charter school board.

	Reviews the audited financial statements, management letter, and senior staff’s response.
	Reviews the audited financial statements, management letter, and senior staff’s response with administrator and auditor.
	Provides information and offers recommendations to Finance Committee.  If necessary, responds to the audit firm’s management letter.

	Approves charter school’s investment policies and reviews them annually.
	Regularly reviews and makes recommendations about investment policies.
	Provides additional information and financial analysis if needed.

	Is well-informed about the charter school’s finances.
	Coordinates board training on financial matters.   Acts as liaison between full board and charter school administrator on financial matters.
	Provides training and information as requested.


� Mary Hundley DeKuyper, Trustee Handbook: A Guide to Effective Governance for Independent Schools, 7th edition (National Association of Independent Schools, 1998).








