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I. LEADERSHIP TEAM FOR SCHOOLS 

 
v Principal’s Responsibilities 
 
v Board’s Responsibilities 

     
v Board Chair’s Responsibilities 

 



LEADERSHIP FOR NONPROFITS 

•  Leadership is having a vision for the 
organization and the ability to attract, 
motivate, and guide people to achieve 
that vision. 

 
•  The leadership of a nonprofit 

organization is fundamental to the 
success of the organization. 

 



LEADERSHIP TEAM 
 In non-profit organizations, leadership is shared between the 
board and the executive director/principal. The compatibility of 
the board-chair and the principal is critical for the successful 
running of the organization. 

 
•  Board’s Leadership: The board has the ownership of the 

nonprofit organization.  
  

•  Board Chair’s Leadership: The board chair is the official 
leader of the board and the strength of the board depends on 
the effectiveness of the chair. The board chair leads the board. 

•  Principal’s Leadership: The board delegates its authority to 
the executive director or the principal to carry out day-to-day 
responsibilities of the organization. The executive director or the 
principal leads the staff. 



LEADERSHIP TEAM 

BOARD LEADERSHIP 
Board chair leads the board 

PRINCIPAL LEADERSHIP 
Principal leads the staff 



A high-performing nonprofit is the product 
of both a high-impact governing board,  

and a high-impact principal,  
who work together as a  

cohesive strategic  
 leadership team. 

 



PRINCIPAL’S RESPONSIBILITIES 
 1.  Principal as an Inspirational and Spiritual Leader 

 
 2.  Principal as a Visionary Leader 

 
 3.  Principal as an Instructional Leader 

 
 4.  Principal as a Manager, Managing the Organization 

 
 5.  Principal as a Manager, Managing Finance 

 
 6.  Principal as a Manager, Managing Facility 

 
 7.  Principal as a Manager, Managing People 

 
 8.  Principal as a Manager, Managing Self: Personal Traits 

 
 9.  Principal as a Builder, Building a Culture & Climate 

  
 10.  Principal as a Builder, Building Community 



BOARD’S RESPONSIBILITIES 
 
1.  Establishing and Guarding the School’s Mission 
 
2.  Board Management 
 
3.  Selecting, Supporting, and Evaluating the Principal 
 
4.  Financial Management 
 
5.  Strategic Planning 
 
6.  Policy-Making 
 
7.  Legal Obligations 
 
8.  Monitoring 
 
9.  Accountability 
 
10. Advocacy & Public Relations 

 



BOARD’S RESPONSIBILITIES 
TOWARDS PRINCIPAL 

 The principal is the one and only employee of the 
board and the board is responsible for: 

1.  Hiring 
2.  Compensating 
3.  Nurturing 
4.  Supporting    
5.  Motivating 
6.  Supervising 
7.  Evaluating 
8.  Rewarding 
9.  Terminating 



SESSION II 
II. MUTUAL EXPECTATIONS 

 

v What Does The Board Expect From The Principal 
 
v What Does The Principal Expect From The Board 
 
v What Do Board Members And The Principal Expect 

From The Board Chair 
  

 

 

 



WHAT DOES THE BOARD  
EXPECT FROM THE PRINCIPAL 

Board members expect that: 
1.  The principal is a competent, productive, capable, skillful 

visionary principal who effectively and efficiently run operations 
of the school and manages the people and the money. 

2.  The principal is a self-starting leader who initiates programs 
and finds creative solutions to problems. 

3.  The principal understands that board members are volunteers 
and busy people, offering commodities that are high demand 
and rare (time, expertise, resources, interest and connections).  

4.  The principal understands that board members are deserving 
of adequate and focused background materials, and well-
organized meetings. 

5.  The principal is a responsive and sensitive to board’s needs 
and being positive and supportive of the board and its 
individual members in all board meetings and public forums. 

6.  The principal keeps the confidentiality of board discussions, as 
the principal expects each member of the board to do. 

 
 



WHAT DOES THE PRINCIPAL  
EXPECT FROM THE BOARD 

The principal expects that: 
1.  The board is competent and skillful in handling governance issues and 

board members are passionate for the mission and they are open 
minded, and they don’t have personal agendas or conflicts of interest. 

2.  The board members understand that the principal is the CEO of the 
school, charged with its day-to-day management. 

3.  The board members understand that the principal’s job is long and 
lonely and he/she needs support, encouragement, praise and 
appreciation. 

4.  The board members understand that the principal’s job is difficult, 
given the competing and sometimes conflicted demands of the various 
constituencies of the school. 

5.  The board members understand that educating the constituencies of 
the school as to the role of the board and the individual trustees and 
clarifying these respective roles is the board’s responsibility. 

6.  The board members understand that the principal is not answerable to 
each individual trustee, but rather to the board as a whole. 

7.  The board members understand that ensuring that any disagreements 
with the principal are discussed in a private forum, with confidentiality. 

8.  The Board members  contributes to the school’s growth by giving 
annual donations, participating in fundraising and also with skills and 
abilities. 



WHAT BOARD MEMBERS AND THE PRINCIPAL 
EXPECT FROM THE BOARD CHAIR 

 The chair serves as the leader and the manager of the board and ensures that: 
1.  The chair ensures that the board conducts its business in the most effective and 

professional way and the board does not overstep its limits. 
2.  The chair meets regularly and consults with the principal to anticipate and 

strategize board issues, concerns, and priorities. 
3.  The agendas for the board meetings are developed in consultation with the 

principal and are sent out in advance; board meetings are run efficiently. 
4.  Proper research is done on all issues in advance and ample time is allocated for 

discussion on agenda items. 
5.  The chair is the principal’s No.1 public advocate. He/she is a supporter, listener, 

private confidante, advisor, and critic when necessary.  
6.  The chair ensures that the principal has an opportunity to participate to review 

potential trustees and officers. 
7.  The chair ensures that trustee orientation and board development workshops 

and seminars takes place. 
8.  The chair makes sure that annual board evaluation and the evaluation of the 

chair take place. 
9.  The chair makes sure that, and takes a lead in the evaluation of the principal. 
10.  The chair accepts the responsibility to be the disciplinarian of the board if it is 

necessary and is willing to counsel unproductive, disruptive, and 
counterproductive trustees of the board.  

 



 
SESSION III 

TEN BEST PRACTICES TO STRENGTHEN 
PARTNERSHIP BETWEEN BOARD & PRINCIPAL 

 
 



PARTNERSHIP BETWEEN THE BOARD 
AND THE PRINCIPAL 

The relationship between the board and the principal is the 
most critical factor in determining the success of the school. 

 
•  The main element in that relationship is the mutual respect and 

trust and clarity of roles and responsibilities of the principal 
and the board. 

 
•  An annual goal-setting session between the board chair and 

the principal is another important step to reach mutually agreed-
upon measures of success. 

•  The annual evaluation process is one of the essential steps in 
creating a climate of trust. 

•  The evaluation of leadership is not a one-way street. Boards 
should also annually assess their own performance, inviting 
the principal to contribute constructive criticism as part of that 
process. 

 



   A successful relationship is based on the following 
principles: 

  
•  Effective and healthy board/principal partnership starts with mutual 

trust and respect. 
•  Mutual trust and respect are built on open and honest 

communication and avoiding hidden agendas, secrecy and side 
talks. 

•  Agreement and clarity about roles and responsibilities and how to 
work together is crucial for professional and cordial relationships. 

•  A rule of “no surprises” should always be respected. The board and 
principal both hate surprises. 

•  The principal and the board members both have the responsibility to 
support each other and to demonstrate that support publicly and 
privately within the community. 

•  Disagreements should be resolved behind closed doors. “Praise 
publicly, criticize privately”.  

•  Authority is vested in the board as a whole. An individual trustee 
does not become involved in specific management, personnel, or 
curricular issues. 

•  Confidentiality both by the principal and board members needs to be 
respected. 

PARTNERSHIP BETWEEN THE  
BOARD AND THE PRINCIPAL 



            
1.  Clarity of Roles and Responsibilities 
2.  Mutual Respect and Trust 
3.  Open and Honest Communication 
4.  Working Together Towards the BIG PICTURE 
5.  Planning Together 
6.  Annual Goal Setting 
7.  Annual Evaluation for Principal & the Board 
8.  Commitment to Excellence & Continuous Learning 
9.  Develop the Board to Become More Effective 
10. Commitment to Handle Crises Professionally 

 

 

 
 
 

 
10 BEST PRACTICES TO STRENGTHEN PARTNERSHIP 

BETWEEN PRINCIPAL AND THE BOARD 



            
        1. Clarity of Roles and Responsibilities 

 
•  The principal has a written contract, which defines the scope of his/her 

accountability and performance evaluation process. 
 
•  The board has a written document clarifying roles as a whole board, 

individual board members, board chair and committee chairs. 

•  Before the new board chair takes office the principal should suggest a 
discussion about expectations.  

•  Aside from reviewing their formal job descriptions and the protocol of their 
interaction, the two leaders may want to craft a communications and 
accountability pact. 

 
 

 
10 BEST PRACTICES TO STRENGTHEN PARTNERSHIP 

BETWEEN PRINCIPAL AND THE BOARD 





     SHARED RESPONSIBILITIES       
There are many aspects of leadership that the head and board share: 
•  Together the chair and principal articulate the school’s mission and vision. 
•  Together they share responsibility for planning and regularly reviewing 

and evaluating current plans. 
•  Together they, along with the treasurer, oversee resource allocation. 
•  Together they remain aware that sometimes there will be areas in which 

lines of responsibility blur, and they maintain open communication to help 
determine when joint presence and decision-making are most 
appropriate. 

•  Together they present a united front on all positions to the board, the 
school, and the larger community. 

•  Together they serve on all committees as “ex officio without a vote,” as 
they both have the greatest depth and breadth of knowledge about the 
school and all of its constituencies. 

 
 

 
10 BEST PRACTICES TO STRENGTHEN PARTNERSHIP 

BETWEEN PRINCIPAL AND THE BOARD 



     2. Mutual Respect and Trust 
 

•  Keep all sensitive matters relating to governance, operations, and 
treatment of one another ethical, professional and confidential. 

 
•  Teamwork, trust, and shared understanding among board members 

and the principal is crucial for a successful partnership. 
 
•  In public forums the board chair and the principal positive about each 

other. They are committed to make each other successful. 
 
•  Always keep professional cordial relationship between the board 

members and the principal. Keep confidentiality.  
 
•  Treat each other as equals rather than subordination to a hierarchy. 
  
•  Address the issues with an open mind in an open forum to permit 

discussion of all different points of views. 
 

 
10 BEST PRACTICES TO STRENGTHEN PARTNERSHIP 

BETWEEN PRINCIPAL AND THE BOARD 



     3. Open and Honest Communication 
•  The principal and board chair meet regularly to review hot issues and to 

prepare for the monthly board meetings. 
•  The board chair and principal conduct a weekly meeting where all issues 

and problems are shared. 
•  Both communicate frequently via phone call and email to alert each other 

in a timely fashion about potential problems and ensure alignment of 
perspectives and actions. 

•  Answer emails promptly even if it is to say, “I’ll get right back to you.” 
Don’t let issues fester 

•  During the meetings maintain the professionalism by staying organized, 
talking less and listening more, taking time to concentrate and remaining 
flexible. 

•  During the board meetings Rule of No Surprises followed by principal 
and the board members. 

•  Sharing bad news is rarely a positive experience, however, when the 
principal keeps bad news to him/herself, there is no good outcome for any 
involved. 

 
 

 
10 BEST PRACTICES TO STRENGTHEN PARTNERSHIP 

BETWEEN PRINCIPAL AND THE BOARD 



     4. Working Together Towards the BIG PICTURE:  
  Developing passion for the mission 

•  Passion for the mission is essential to building shared decision making  
      and commitment. 
•  The board chair and the principal both lead with the mission of the school in 

in mind.  
•  Cultivate the board’s passion for the mission. Guide them to make the 

decisions based on mission. 
•  When the board starts drifting away from the mission, start to lose sight of 

the mission; spending the important time with minutiae, the board chair and 
the principal need to bring the board back to the mission. 

•  While the balanced budgets are important, the board can only make an 
impact when the focus is mission driven. 

•  Common understanding of: 
Where we are going 
How we will get there 
How we will know that we have arrived 
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BETWEEN PRINCIPAL AND THE BOARD 



     5. Planning Together 
•  The board chair and the principal plan for successful board meetings and 

they develop agendas jointly. 
 
•  The board chair and the principal work together to ensure board 

committee chairs are effectively prepared.  

•  The board chair, the governance committee chair, and the principal define 
value added board development activities, and actively strategize on their 
respective roles in ensuring that desired outcomes are achieved. 

•  The board chair and the principal plan for strategic planning and the 
annual planning together, and they ensure that action items are followed 
through. 
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BETWEEN PRINCIPAL AND THE BOARD 



     6. Annual Goal Setting 
•  Agreed upon written goals  between the board chair and the principal is another 

important step to reach mutually agreed-upon measures of success. 
 
•  Goals help to provide a road map for the school leadership as well as the progress 

report for the board to consider  when evaluating principal and the board. 

•  Before the school is in session, the principal drafts her goals for the coming year 
and meets with the board chair to discuss the possible changes.  Upon reaching 
final draft, this draft is then circulated to the rest of the board for additional input 
and finalized. 

•  Throughout the year the principal reports on the agreed upon goals and provides a 
final report at the end.  

•  The similar process will take a place for the board chair and the committee chairs 
to set their annual goals and to be evaluated from those goals. 

•  The principal’s board chair and the committee chairs’ annual goals are considered 
the Board’s Annual Agenda and set the tone for the year. 
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     7. Annual Evaluation of the Principal & the Board 
 
•  The annual evaluation process is one of the essential steps in creating a climate of 

trust. 
 
•  There is an agreed upon annual principal evaluation process. It is implemented 

thoroughly and discreetly and in a positive tone. The principal finds it helpful and 
reinforcing, the board finds that it is helping improve principal performance. 

 
•  The evaluation of leadership is not a one-way street. Boards should also annually 

assess their own performance, inviting the principal to contribute constructive 
criticism as part of that process. 

 
•  The board follows a regular process of evaluating its effectiveness including the 

effectiveness of its chair, individual trustees, and the committee chairs.  
 
•  The results are used to enhance the quality and effectiveness and strategic focus 

of the board and develop board skills. 
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    8. Commitment to Excellence & Continuous Learning 
 
•  In a culture of continuous learning, everyone should be expected to grow skills and 

abilities.  
 
•  Principal can expand their basic skills by reading professional journals, joining 

online forums, participating in conferences and workshops, interacting with peers 
and colleagues, and taking on new challenges that stretch their abilities. 

 
•  The board chair provides orientation sessions for new board members to ensure 

they understand the scope of their roles and continually provides workshops and 
training to stretch board members’ knowledge and abilities. 

 
•  The board chair and the principal work hard to maintain a solid professional 

foundation built on sound business practices and highest ethical standards in order 
to operate at a peak performance. 
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    9. Develop the Board to Become More Effective 
•  Board chair, principal and the governance committee chair together assess the 

current and anticipated needs of board composition and develop a profile of a 
board as it should evolve over time. 

 
•  Board chair, principal and governance committee chair should determine the 

knowledge, attributes, skills, abilities, and influence the board will need to consider 
the issues and topics that will come before the board in the foreseeable future. 

 
•  Identify potential board candidates and explore their interest and availability to 

establish pool of candidates. Present a slate of trustees to the board for approval. 

•  Develop annual “Board Development Plan” including orientation for new board 
members and ongoing board development workshops. 

 
•  In cooperation with board chair, meet annually with each trustee to assess his/her 

continuing interest in board membership and the term of service. Work with each 
trustee to identify the appropriate post (trustee role) s/he might assume on behalf 
of the school. 
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            10. Commitment to Handle Crises Professionally 
•  The power  of the partnership is tested when the principal comes 

under attack. 
 
•  An ability to handle a crises together and in a calm measured and 

dignified way is a hallmark of a strong board principal partnership. 

•  These are The Signs of Dysfunction at the Partnership: 
1.  Multiple messages are disseminated from individual board members 

and the principal about the direction of the school. 

2.  Different work groups move in different directions and they do not 
communicate or consider the big picture in pursuit of their goals. 

3.  There is a strong tendency to finger pointing inside and outside the 
board room, instead of working toward collaborative action. 
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IV. CHALLENGES RELATED  

TO BOARD-PRINCIPAL PARTNERSHIP 
 



DISCIPLINING TRUSTEES: 
JOB FOR THE CHAIR 

 The principal says: “We have a trustee stirring up trouble, 
communicating inappropriately with staff and community 
members, and not respecting confidentiality, bringing up his 
children’s issues to the board room and my board chair will not 
discipline this trustee.”  

  
 The board chair says: “How can I discipline volunteers? They 
give their time and money. I didn’t agree to do this when I signed 
up to be chair. Let’s just let him finish his term.” 

 
WHAT ARE THE ISSUES? 

WHAT DO YOU DO? 



INAPPROPRIATE TRUSTEE 
BEHAVIOR 

1.  Do not attend board and committee meetings. 
 
2.  Are out of touch with the board and the school. 
 
3.  Do not respect the confidentiality of board meetings. 

4.  Use trusteeship to get their way within the school. 

5.  Dominate and/or disrupt board meetings. 
 
6.  Do not recognize that the board acts as a group, not as individuals. 
 
7.  Cannot work constructively with the chair or the principal. 

8.  Seek to gather support for a personal point of view. 

9.  Hold a philosophy of education different from the school’s and keep pushing it. 

10.  Speak negatively in public about the school and/or its personnel. Publicly 
embarrass the school or the principal. 

 



POSSIBLE CONSEQUENCES OF 
INAPPROPRIATE TRUSTEE BEHAVIOR 

1.  Board reluctance to tackle difficult issues for fear of angry outbursts. 
 
2.  Inability to accomplish planned and necessary board business. 
 
3.  Inappropriate parent or community involvement in the governance and/

or operations of the school. 
 
4.  Failed annual giving or capital campaign. 
 
5.  Loss of credibility in handling governance or operational issues. 
 
6.  Inappropriate interference in the school’s operations. 
 
7.  Tarnished school image. 
 
8.  Resignation of capable trustees. 
 
9.  Unwillingness of strong, capable individuals to serve as trustees. 
 
10.  Early resignation/dismissal of the principal. 



HOW DOES THE BOARD 
RESPOND TO COMPLAINTS 

•  The trustees who hears complaints from parents, staff or community 
members should not try to solve them themselves, but refer them directly 
to the principal and the trustee should immediately inform the principal. 
Even silence can be misinterpreted as agreement with a complaint. 

 
•  A trustee who learns of an issue is responsible for bringing it to the 

principal or the board chair and must not deal with the situation 
individually. 
 “I appreciate your sharing this with me and hope you will either share your 
concern directly with the teacher or with the appropriate administrator”. 

 
•  If a complaint comes in writing, a written answer should say that the 

question is being referred to the principal.  
 
•  The board should not sit as a court of appeal on the principal’s decisions. 

A board or sub-committee allowing access to the complainer undermines 
the authority the board has delegated to the principal. 



BOARD-PRINCIPAL PROBLEMS 
•  When communication breaks down between the principal, board chair and the 

board, the school is in trouble.  
 
•  A chair who after trying to work with the principal, feels that the principal is not 

running the school effectively or not informing the board of the condition of the 
school should document these shortcomings for careful consideration by the full 
board. 

 
•  The board must examine the chair’s and its own actions first and make sure 

that the deficiencies are clearly the principal’s. If there is still concern about the 
principal’s performance, the board should work with the principal to resolve the 
difficulty. 

 
•  If all the efforts to resolve the problems prove unsuccessful over time, the board 

should ask for the principal’s resignation. 
 
•  Because the principal and the chair are partners, the premature resignation of 

the principal is usually a sad reflection on the performance of the chair too. 

•  If a chair is ineffective or if the chair and the principal together are disregarding 
the opinions of the board, the governance committee should make sure that the 
annual board and chair evaluation convey an accurate sense of the board’s 
feelings. If necessary, the governance committee may recommend a new chair 
to the board. 



V. CASE STUDIES 



 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

“When Parents Complain —  
what’s a board member to do?” 

 

 
 

 “When You’re a Parent and  
Board Member” 

 
 
 

 
 



PARENT COMPLAINT 
You are at a fund-raising dinner,  

and an influential parent and community member 
 tells you that the 3rd grade teacher is not doing her job.  

  
He claims the only reason  

his child has learned multiplication is through the 
additional efforts of his wife, not the teacher. 



FACULTY COMPLAINT 
You receive an e-mail signed by the entire faculty expressing their  

disapproval of the firing of the long term school librarian  
and asking for a meeting with the trustees.   

 
The principal has already informed the board of her decision.   
Furthermore,  she proposed using the executive committee as  

a sounding board to work out the timing and terms of the dismissal  
since she expected it would be unpopular with the faculty. 



TRUSTEE COMPLAINT 
Trustee Mr. X, a major donor, does not agree with 

 the recent board decision to revise the financial aid 
 policy to better align with the mission of seeking  

a diverse student body.   
 

After the meeting, he meets with other parents  
to share his outrage that the board would invest more funds  

to attract certain students when there is no problem 
 filling seats with full pay students.   

The board chair hears from one of the parents  
who tells him he felt uncomfortable with the conversation.   

 



BOARD ISSUE 
Trustee Y, a big donor, is disruptive at every meeting.  
While engaging in side conversations, he doesn‘t hear 

what’s going on and then makes comments  
unrelated to the conversation.  

  
He also shares his “aha moments” the minute  

they occur to him even if the conversation has moved on.   
He is always most interested in the operational detail  

and is full of suggestions for the Principal. 



LEADERSHIP ISSUE 
At Blue Skies School, the board spent its retreat setting annual  

goals for the first time since receiving a disappointing  
short accreditation.   

 
One major decision was to scrap the unfinished strategic plan 

 that has taken 2 years of work by Trustee Z.   
They decide to start over to plan an inclusive process.   

After the meeting, trustee calls the board chair, to convince  
her to let him finish the plan.  She announces in an email to the 

Principal and board that Z will continue his work. 

 



Jim Collins NAIS Richard Chait 

RESOURCES 

 www.boardsource.org  www.isminc.com   www.nais.org  



 “Enthusiasm is one of the most powerful 
engines of success.  When you do a thing, 
do it with all your might.  Put your whole 
soul into it.  Stamp it with your own 
personality.  Be active, be energetic, be 
enthusiastic and faithful, and you will 
accomplish your object.  Nothing great 
was ever accomplished without 
enthusiasm.” 
     -Ralph Waldo Emerson 



 
“No single relationship  

in the organization is as important as that  
between the board and its chief executive officer.”  

- 
John Carver, Boards that Make a Difference 

 

Please contact us at  
 

www.meritcenter.org 
nozgur@meritcenter.org 

 
for more information, other services or consultation. 


