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INTRODUCTION

Each year a large number of very generous people give their talents to Catholic schools by serving on school
boards and education committees. While we as Catholic educators have been enormously successful in establish-
ing Catholic school boards and promoting their integration into the organizational structure of the Church, we have
not been nearly so successful in providing adequate orientation and training for them.

We have brought ;n national authorities for workshops; a small percentage of board members attend. We have
made "house calls" to provide training for local boards; the scope of what we can cover is limited and, within a year, a
large proportion of the membership has changed. Something is needed that can deal with all of the key
understandings needed by board members, come to them in their own setting, involve them in the learning process,
and not overwhelm them with information all at one time.

This series of study lessons is our response to that prescription. It requires a'15 to 20 minutes time commitment at a
series of board meetings. It also requires a few minutes of each board members time between meetings.

There are eight lessons covering the topics we judged to be the most useful for effective board functioning. The
focal board can alter the order of these or delete a lesson that 't considers unnecessary. Each lesson consists of
three parts. Section A is a reading or activity to be done by the members in preparation for the lesson. Section B is a
study activity to be done at the board meeting. Section C is a reading or exercise to be done after the meeting.

Provided for each lesson also are notes. These outline the steps to be followed in the presentation of the lesson, and
supply some other information that might prove helpful to the leader. The notes for all eight lessons are located at
the end of the book. We have presumed skills normally expected of a group leader such as the president of the
board. We have not presumed any expert group process skills nor any special knowledge of theory about school
boards.

It is not required that the board president mad this series of learning exercises. That responsibility might be
delegated to the principal, another board member, or some outside person who is willing to help.

Target Audience
This material is specifically designed for use by Catholic school boards that are associated with a parish. We realize
that there are othertypes of groups: education committees, consolidated school boards, secondary school boards,
diocesan boards, etc. Much of the material will be equally useful to them; some of it will not. Specifically, the
sections on policy and regulation, developing agendas, goal setting, and consensus process deal with concepts
that are useful in the other settings; the examples are drawn mostly from the elementary school boars' setting. The
section on Church documents is of general interest but we have especially highlighted their application to the
Catholic: school. The section on board responsibilities, relationships, and evaluation would be of limited value to
groups whose scope is different from that of the elementary school board.

The Authors
Daniel Brent, the principal author, is Superintendent of Schools for the Diocese of Columbus. He was previously
Superintendent of Schools for the Diocese of Rochester and Director of School Planning for Columbus. In addition
to his work with boards in Columbus, he has addressed the National Association of Boards of Education at the



N.C.E.A. meetings in New York (1981), Chicago (1982), and Washington (1983). He has also addressed the Mid-
South Catholic Educational Leadership Conference (1981) on the Catholic school board topic.

Carolyn Jurkowitz is the Assistant Superintendent of Schools for the Diocese of Columbus. She was previously a
Catholic school teacher and administrator in St. Louis and Erie. Dr. Jurkowitz has given numerous orientations and
workshops for board members in the Diocese of Columbus and was on the program of the National Association of
Boards of Education at the N.C.E.A. convention in Washington (1983).

Recent Church Documents on Catholic Education
The Catholic School. Washington, D.C.: United States Catholic Conference, 1977.

Declaration en Christian Education. In The Documents of Vatican II, pp. 637-51. Edited by Walter M. Abbott. New
York: The American Press, 1966.

General Catelhetical Directory. Washington, D.C.: United States Catholic Conference, 1971.

Lay Catholirs in Schools: Witnesses to Faith. In Origins 12: 30 December, 1982.

Sharing th- ! Ight of Faith. The National Catechical Directory for Catholics of the United States. Washington, D.C.:
United States Catholic Conference, 1979.

Teach Them. Washington, D.C.: United States Catholic Conference, 1976.

To Teach as Jesus Did. Washington, D.C.: United States Catholic Conference, 1972.

General References for Catholic School Boards
Harper, Mary-Angela. Ascent to Excellence in Catholic Education. Waterford, CT: Prentice-Hall, Inc., 1979.

Keating, Charles J. Pastoral Planning Book. New York: Paulist Press, 1981.

McKinney, Mary Benet. An In-Service program for Catholic Education ,::cards. Washington, D.C., National
Association of Boards of Education, NCEA.
Eight cassette tapes, individually titled; also includes a bibliography.

PolicyMaker. Washington, D.C.. National Association of Boards of Education. A quarterly publicaticn of the NABE
of the National Catholic Education Association.

3



Lesson I
RESPONSIBILITIES OF THE SCHOOL BOARD

The purpose of this lesson is to clarity
board members' understanding of the board's
role and responsibilities.

For Leader's Notes. see page 42.

SECTION A
Normal Board Responsibilities

The school board is advisory to the pastor and principal. (A school board gets started because the pastor and
principal want its advice and normally intend to take it.) The pastor or principal can ask the board's advice on any
issue or item. However, there have emerged some general guidelines which have become the accepted standards
for board functioning. Some areas are considered normal responsibilities of the board. There are other areas in
which a board should not be involved under any circumstances.

Here are the normal board responsibilities:

1, Setting goals and objectives for the school and designating the responsibility for their implementation, The
board should attempt to identify the school's long range needs and ideals and project goals that respond to
those needs and hopes. Objectives are the more short range plans toward achieving the goals. The board
should delegate to the principal the responsibility for implementing goals which are administrative in nature.
(e.g., increasing the number and variety of enrichment activities for students, reviewing the testing program,)

2. Making policy for the school. A policy is a guide for the administrator. It tells the principal in general how the
board would like to have the school function. It differs from a regulation in which the administrator spells out
specifically how a board policy is to be implemented. (Policy; fire drills are to be held regularly, Regulation: fire
drills will be held once each week in good weather at times selected by the principal.)

3. Approving the school budget. Usually a draft budget is prepared by the pastor or the principal for the board's
consideration. The board reviews the budget and makes changes as it deems appropriate. Often the parish
subsidy portion of the budget must be approved by the parish council or finance committee; these groups do
not have authority to change other items in the board's budget, (If the parish subsidy is reduced, the board
muss decide how to rebalance the school budget, or the board may renegotiate with the council or pastor.)

4. The board (and its individual members) may sponsor or participate in activities which pursue those goals and
objectives which are the board's responsibility to achieve. (Note that it is not necessarily the boards
responsibility to achieve all of the objectives which it sets; it is the board's responsibility to achieve all of the
objectives which it sets; it is the board's responsibility to see that the objectives are realistically addressed,
assigned, and achieved.) It is underthis rubric that the board might sponsor and run a festival or a recruitment
campaign.
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5. The board (usually through a committee) should have a participatory voice in the selection of the new
principal The Diocesan Superintendent should also have a voice (or at least a veto), particularly in determin-
ing whether various applicants are qualified to be -andidates for the position. If a member of a religious
community is being considered, that community may have further processes. Having received the recommen-
dation of the board. the pastor makes the ultimate decision in selecting and hiring the school's principal. After
a principal is in place, the board should see that professional evaluation of his!her performance is done. The
board should also itself evaluate the principal's service to the board and hisber implementation of its policies
and goals.

6. The board should periodically review its own performance, including the effectiveness of its policies and
projects.

There are areas which are clearly outside of a school board's jurisdiction. Administration is the job of the school's
principal. Board intrusion into administrative matters spells trouble for the school's operation. Here are three
examples:

1. Regulations. Establishing regulations is the principal's job. The borrd gives the guide, the general rule, The
principal decides how to implement it. It's bad news when the board tries to do both jobs. The same thing
happens when the board tries to create a "policy" which is so specific that it is really a regulation.

2. Cases involving individual students. The board may establish some policies on discipline (e.g., prohibiting
corporal punishment, insisting that parents be contacted for certain infractions). The board should not
become a reviewer and reverser of the staff's implementation of discipline policies. The same would be true of
academic decisions (e.g. on assignment of marks, promotion, or honors decisions). One possible exception to
this norm might be expulsion, which is so serious that the board might validly establish a review process.

3. Cases of individual faculty members. Boards (or individual board members) do not screen or hire teachers,
participate in their evaluation, or fire them. Boards may set standards for teachers, determine their salaries
(via the budget) and their benefits (via board policies), and insist that professional evaluations are done. It is a
terrible thicket when neighbors are allowed to make board members feel responsible for the professional
competency of a teacher with whom their child is having a difficulty.
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SECTION B
Appropriate Responsibilities

Below is a summary of items with which a school board actually dealt in the course of a year. Based on the background
reading on the role of the schoo! board, which items were appropriate responsibilities of the board (mark those "OK" on
the line at the right) and which should not have been !ile responsibility of the board (mark those NO on the line at the
right). If you are uncertain, leave the space blank or put a "?" on the line. Your chairperson has the "correct" answers to
share with you afterwards.

1. The board received a monthly financial report on the school.

2. The board received information from the principal on textbook changes in math and
spelling.

3. The board received information from the principal on standardized testing results.

4. The board adopted a policy "normally" giving grade 1 enrollment preference to families
with older brothers or sisters already in the school.

5. The board authorized the hiring of an aide for the library and fixed the salary for that
position.

6. The board listened to two parents who felt dissatisfied with the lunch supervision
arrangements.

7. The board helped to sponsor a Catholic Schools Week open house.

8. The board passed a policy directing that all students must attend the First Friday Mass.

9. The board developed a tuition scale and budget for next year and appointed a committee
to present them to the parish council.

10. The board approved a Fchool calendar for the new year as presented by the principal.

,9
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SECTION C
Expectations vs. Responsibilities

1. Call three parents with children in school and ask:

"What kinds of things do you think your school board should be doing?"

2. Think about what they say. Is there any consensus in their expectations? Do their expectations relate to what
really happens at your board meetings? 1.low close do these expectations come to what the theory says boards
should be doing?

ALTERNATE PROJECT

Review the minutes (or agendas) of your meetings of the past 3 months and rate each item "O.K." or "NO" or "?" as
you did in the study exercise.

7
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SECTION D
Boards for Consolidated Schools

1. The board for a consolidated school is normally advisory to the pastors of the parishes that co-sponsor the
school and to the principal whom those pastors have hired to conduct the school.

The pastors may, it a given setting, delegate the school board to select the principal but he/she becomes the
employee of the pastors.

2. In meeting its responsibility to approve of a school budget, the consolidated school board may assist the
parishes in working out an equitable form ula for sharing the school costs. This arrangement should indude clear
provisions for:

a. adjustments in parish responsibilities should the number of students from each orany of the parishes change
during the year (see Note);

b. arrangements for a schedule of subsidies to assure adequate cash flow for school expenses;

c. understandings for covering deficits resulting from budget overestimates of income or underestimates of
expenses;

d. understandings for disposition of excess operating funds resulting from underestimates of income or
overestimates of expenses;

e. financial responsibility for capital repairs judged nec3ssary for the facilities; agreement on the process for
establishing the need for such capital repairs.

3. The principal is usually the financial officer of a consolidated school and has the responsibility of doing the
ordering and paying the bills (within the budget). While it is desirable that the pastors exercise some surveillance
overthis operation, that fn:lquently does not happen. Therefore, a consolidated school board should take a more
than ordinary interest in the principal's monthly financial statements and reports. It is advisable that the board
(perhaps through its president or treasurer) make periodic informal audits. It is appropriate fora board officer to
be designated to open the bank statements for ail school accounts. The board should also provide for annual
audits unless the parishes or diocese include the school in their own audits.

4. A consolidated school board needs to take special care to see that the sponsoring parishes are kept well
informed of its activity and the school's progress. Representatives from the parishes must be conscientious
about seeing that the pastors and the parish at large are apprised of what the school is doing. Meetirg minutes
should get out quickly, especially if the pastors are not present at the meetings. The board (or principal) should
create short reports of school activity for inclusion in parish bulletins. It is terribly important that the spcnsoring
parishes are continuously reminded that this is their school.

5. The board might give some thought to moving the location of its meetings from parish to parish. This may involve
some inconvenience and risk some confusion. (Admittedly it is simpler just to meet in the school) But this
mechanic of meeting alternately at the sponsoring parishes speaks volumes about each parish's "ownership" of
the school and makes it easier for the parents and parishioners of each parish to attend a meeting occasionally.

11
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NOTE

Usually, the parishes agree to pay the subsidy needed on a prorated formula according to the proportion of students from e
parish. (Students not affiliated with a sponsoring parish are required to pay the prorated share in additional tuition.
alternative is that the sponsoring parishes simply assume that cost in the ratio of their students enrolled in the school)

Another formula is for parishes to contribute on the basis of their "ability to pay", i.e., they contribute to an identical percentag
of their gross income (from last year) regardless of the number of students they send. The percentage is set high enough t
cover the subsidy need. This type of formula tends to motivate parishes to encourage attendance.

Some combination of these form !as is also possible. e.g.. 60%d the subsidy to be teased on percentage of students and 40
assessed according to parish "ability to pay".

Once the budget is approved, the parishes are obliged to the dollar amount agreed to, even though enrollment changes ma
alter the ratio. It would be reasonable to recalculate the amounts during the year, for example, in September and January an
alter the perished shares accordingly. Obviously though, it is not possible to pay the bills if a parish assessment is reduce
each time a student transfers out.

9
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n2
OARD POLICY AND ADMINISTRATIVE REGULATION

The purpose of this lesson is to give board
members an understanding of the distinction
between policy and regulation as well as some skill in constructing policy.

For Leaders Notes, see page 43.

SECTION A
Policy/Regulation Clarification

ne of the key responsibilities of a school board is aeopting policies for the school. Policy gives direction to the
chool. To a large extent, it sets the tone and style of the institution. It is the link that translates the board's vision and

pectations into the practical day-to-day life of the school.

eking policy is the rol': of the board. Implementing policy is the role of the principal. The "administrative regulation"
sone of the tools used by a princip, to implement board policy. his extremely impoi tent that both the board and the
rindpal understand and honor the distinction between policy (the board's area) and regulation (the principal's
rea).

policy is a guide for discretionary action. This is a very important definition. A policy gives the administrator the
ind of the board. It tells the principal what outcome the board expects. It does not tell the principal how to achieve

hat outcome. It is the principal's responsibility to determine how the policy should be imOemented. This is where
he principal's prnfessional judgment and management skill come into play.

regulation, co the other hand, is a rule which mandates certain procedures or behaviors. A regulation is created by
e administrator. It is much more specific than a policy and outlines (or helps to outline) how the administrator is

oing to implement a policy.

n example might help. The board adopts a policy which says, "Students are to wear uniforms which are neat,
odest, and provide for seasonal differences." The regulation takes it from there. It might say, "Boys shall wear

dark green or dark blue pants, white shirts and dark, solid color ties. Girls will wear . . ." The regulation becomes a
very detailed and precise instruction that implements the general direction set in the policy.

Remember, regulation is just one tool. The principal may implement the policy also by adopting programs or by
establishing procedures. For example, in response to a board policy which requires that sex education be provided
through formal, sequential instruction in grades one through eight, the principa; might simply implement such a
programwithout enlisting the aid of a regulation. Similarly, the principal could follow a board policy which directs
that graduation exercises be simple and brief by arranging for eighth grade commencement activities faithful to that
description. Here again, a regulation would be unnecessary.

10 13



Just as not every policy demands a corresponding regulation, not every regulation written by the principal follows
from board policy. Indeed, it would not be unusual to find that most of the regulations contained in the principalt
handbook for parents and students have no antecedent in policy.

If a board begins to specify how its directions are to be implemented, the school is in for trouble. The board must
trust its administrator to determine the specifics of how a policy will be implemented. The principal does not have to
do this !ri the way that the board members might have chosen. If the policies ate, in fact, implemented, and the
desired result is achieved, the administrator is successful. Putting it strongly, it's none of the board's business how
the result is achieved, as long as it is achieved. (Of course, it is also important that the regulations made by the
principal are designed to implement the board's policies, not what he or she thought should have been adopted by
the board as policy!)

Appreciation of this distinction is one of the most important understandings that board members need to bring to
their role. If the board does not provide its administrator with policy direction, then it has seriously failed in its reason
for existing. if, on the other hand, the board attempts to "run the school" with a collection of detailed, board-adopted
regulations, then the school is in the hands of amateurs who are paying a hobbled and frustrated principal just to be
an enforcer.

Here are some examples of policies and regulations which might help to clarify the concept.

Policy: Teacher evaluations should be geared toward teacher growth. They should be done regularly and
written summary records of progress should be included with teachers files.

Regulation: The principal will make class observations for each teacher once in September, at least once again
before Christmas, and in the second semester. Evaluations will include a pre-conference, a lesson
observation, and a post-conference with the teacher. Summary notes for the record will be signed by
both the principal and the teacher.

Prayer, including memorized prayer, is to be a regular part of the school program.
Teachers are to include prayer daily in the opening exercises. The following memorized prayers are to
be included at least once each week, beginning with the second grade: Our Father, Hail Mary, Glory
Be to the Father.

A reasonable amount of homework will be expected of students, at least in the middle and junior high
grades.
For grades 4-6, homework assignments should be given at least three times each week, and should
include from 30 to 60 minutes of work.

Tuition is to be paid monthly, and delinquent accounts shall be referred to the pastor.
Tuition payments are due by the 10th of each month (September-June). The principal will contact
families in arrears. Accounts more than one month overdue will be referred to the pastor, and those
students are subject to suspension.

The school shall provide opportunities for students to participate in service activities.
The : rincipal will determine a service project with each teacher. This project shall be the specific
responsibility of that class during the year. Service activities which require parental involvement or
absence from school are to be individually approved by the principal.

Policy:
Regulation:

Policy:

Regulation:

Policy:
Regulation:

Policy:
Regulation:

11
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SECTION B
Policy Proposal Drafting

Below are drafts of some policy proposals for a school board. Based on your understanding of the nature of school
policy, and tie distinction between a board policy and an auministrator's regulation, review these drafts. Identify any
weaknesses that you find and, together, try to rewrite the drafts so that they meet the definition of good policy.

(Note: for purposes of this exercise, it's not necessary to debate the wisdom of the policy. Just try to get each
one into gc :1 policy form.)

1. Students are not permitted in the school building before 8 o'clock in the morning or after 4 o'clock in the
afternoon.

2. The laws of this state make corporal punishment of students legal.

3. Field trips and other use of community resources are encouraged. Precautions for student supervision and
safety should be scrupulously observed.

4. Faculty meetings are to be held at 3:00 on the second Tuesday of each month. They should provide opportunity
for professional growth as well as for doing necessary school business.

5. Just as children grow physically at different rates, so also their ability to master skills and concepts will vary from
individual to individual. The school has an obligation to be sensitive to the differing needs of students.
Admittedly, this is not always easy to do in a large school with relatively large classes and limited resources. The
school should, however, use a variety of resources, grouping techniques, provisions for remedial work, and
enrichment opportunities to reach out to the individual needs of students as far as is practicable. Parent
volunteers should be enlisted to assist as teacher aides, library assistants, and remedial tutors. Our school
should do all that it can to sustain our wonderful reputation as concerned about each family and each child.

SECTION C
Policy/Regulation Exercises

Here is a series of examples of policies and administrative regulations. On the line under each number, indicate
whether the statement is a policy (P) or a regulation (R). At the end are tne answers so you can check your
responses.

1. Empty milk cartons are to be discarded in the trash cans at the cafeteria exit.

2. Parents are expected to contribute to the life of the school in general as well as to
support the education of their own children.

3. Teachers are to leave weekly lesson plans in the office by noon on Monday. These will
be returned by the end of the day.

4. When a student returns to school after an absence, the principal shall require a note
or other means of verification from the parent. Tardiness will be dealt with as the
principal thinks appropriate.

5. For purposes of safety, the south parking area is reserved before and after school for
the school bus traffic: auto traffic should use the north entrance.

12 15



6. The decision to retain a child in the same grade is to be made by the principal, based
on what the principal considers to be in the best interest of the child and after
thorough consultation with the child's teachers and parents.

7. The fourth Friday of each month is dress-down day.

8. Weekly detention period will be on Thursday from 3 until 4 p.m.

9. Fundraising projects are not to involve door-to-door solicitation by students.

10. Normally class size shall not exceed 35 for grades 1-8 or 20 for kindergarten.

11. Each teacher's list of absences for the day is to be sent to the office promptly after the
opening exercises.

12. Teachers must be active, committed Catholics.

13. An appropriate observation of Martin Luther King day is to be scheduled annually.

14. No talking in the library.

15. No loud talking is ailowed in the library.

16. The library is to be kept exclusively as a location for study and reading.

Answers:

1.R 5. R 9. P 13. P
2. P 6. P 10. P 14. R
3.R 7. R 11. R 15. R
4. P 8. R 12. P 16, P

13
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Lesson 3
DEVELOPING AN AGENDA FOR THE BOARD MEETING

The purpose of this lesson is to give the
group some new insights and skills in
building agendas which better focus meetings
and make them more productive.

For Leader's Notes, see page 44.

SECTION A
Agenda Formats

Here are three agendas. Believe it or not, the are for the very same meeting. The first generally follows the Roberts
Rules of Orderformat which is probably quite familiar to you. The second lists topics. The third gives a more detailed
outline of the items to be dealt with.

Read them through. Then go on to the question at the end.

1. Prayer
2. Approval of minutes
3. Correspondence
4. Committee reports
5. Old business
6. New business
7. Other

1. Prayer
2. Approval of January minutes
3. Budget; tuitions
4. Tuition prepayment
5. Policy on separated parents
6. Religion test
7. Enrollment Committee report
8. Principait report
g. Monthly financial report

10. President's report
11. Diocesan School Board report
12. Open session

AGENDA 1

AGENDA 2

14
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AGENDA 3

1. Prayer
2. Report on the religion test taken in November by eighth grade students (Ms. Jackson)
3. Open session (20 minute limit)
4. Approval of January minutes
5. Review of preliminary budget; determination of tuition rates for next year. (See Finance Committee recommen

dations.) (Mr. Carney)
6. Second reading and vote on proposed policy P17:. "In situations of divorced or separated parents, the pare

who does not have custody will, on request, be entitled to general information on the child's progress." (M
Lohr)

7. Discussion: Would we want to adopt a tuition prepayment policy as a possible means of dealing with delinque
tuition? (Mr. Carney)

8. Principal's report (Mrs. Baker)
9. President's report (Mr. Diehl)

Note enclosures: January minutes, preliminary budget and tuition proposal, principal's report, monthly financi
report, Diocesan Board report, Enrollment Committee report.

Please suggest three reasons why Agenda 31s more likely than Agenda 1 or Agenda 2 to bring about a producti
and efficiently run meeting.

1.

2

3

15
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SECTION 13

Agenda Preparation

opefully, your study of Section A of this lesson plan gave you some insight into the role an agenda can play in
elping the group's members prepare for and participate in a meeting and in controlling the length and direction of a
eeting. A well done agenda becomes a blueprint for efficient use of a group's time.

onstructing an agenda like Agenda 3 does take a little more time, but it is well worth the effort.

ormally preparation of the agenda is the joint responsibility of the principal and the board president. However, as a
roup now build a preliminary. tentative agenda for your next meeting.

STEP 1: Make a group list of items that might be included in the next agenda. To prod your thinking, how about:

Items carried over from this meeting.
Committee reports due.
Future events or deadlines coming.
Pending policies or projects.
Long range needs or plans.
New programs or special events happening in the school.

STEP 2: Identify the items on the list which require neither discussion nor action by the board, but are merely
intended to inform. These can be taken care of by written reports; delete them. Ask the president or
principal to contact the people involved and request written reports.

STEP 3: Make a judgment: Can the rest of the items be reasonably handled in one meeting of a decent length?
If there are too many, delete some. (Put them off until a later meeting or take care of them in another

way. )

STEP 4: Arrange the remaining items in some logical order. Here are a few norms:

Schedule participating guests early so they don't have to stay for "all your dull business' unless they
choose to.
Schedule the most difficult item late enough so the group has developed some momentum but early
enough so that people are not too '' -d to give their best to it.
Avoid putting two difficult or controversial items back to back.
If the same persoi is doing two lengthy items, separate them on the agenda. This gives the person
and the group a rest.
Put expendable (or postponable) items at or near the end so they can be dropped if the meeting is
going too long.
Vary the order from your usual pattern. (Ever try putting the prepared prayer at the end?)

STEP 5: Assign responsibility for each item. (Also, of course, be sum the person assigned knows that he or she
is responsible!)

STEP 6: What background information on each item would be helpful for board members to have ahead of time
so that they can make a wiser, more expeditious decision? Who will get it ready? How will it be sent?
(Notice that an agenda of this type, with supporting information, must be sent early so members will
have time to read the materials.)
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SECTION C
Analysis of an Agenda

Here are some observations about the "Agenda 3" model which you examined earlier.

Easy to take at the beginning. Not easy to put in
writing. Builds enthusiasm. Lets the teacher (Ms.
Jackson) go home early.

Provides parents an opportunity to speak to their
Agenda 3 boards. (They also can go home early; compare to
1. Prayer Agenda 2 where they got a chance but only at the
2. Report on the re igion test taken in November end.) Time is controlled for the board's convenience.

by eighth grade students (Ms. Jackson)
3. Open session (20 minute limit) Copies sent ahead. No need to read4. Approval of January minutes 4----------------- them at the meeting.
5. Review of preliminary budget; determination

of tuition rates for next year. (See Finance A "heavy." Information sent to board mem-
Committee recommendations.) (Mr. Carney) bers in writing cuts down presentation time

6. Second reading and vote on proposed policy and helps them to formulate questions andP-17: "In situations of divorced or separated
parents, the parent who does nix have cus- preliminary judgment.
tody will, on request, be entitled to general Note: Helpful information (reprint of
information on the child's progress." (Mr.
Lohr) the proposal) put right into the agenda

7. Discussion: Would we want to adopt a tuition sheet.
prepayment policy as a possible means of 4__________
dealing with delinquent tuition? (Mr. Carney) Wording an item as a question does wonders

8. Principal's report (Mrs. Baker) to clarify what the board is supposed to de-
9. President's report (Mr. Diehl) cide. (Compare this to item 4 in Agenda 2

"Tuition prepayment"which gives no clue
about what the board will be asked to do or

1 monthly financial report, Diocesan Board report,

Note enclosures: January minutes, preliminary why.)
budget and tuition proposal, principal's report,

Enrollment Committee report.

May take an extra stamp, but makes for more productive, less boring, and ,
shorter meetings! By contrast in "Agenda 2" items 6 through 11 were re-
portspotentially long and deadlywith no board involvement or decision
needed after item 5.

I.e. whatever part can't put in writing ahead of time.

Note: Relatively little of the talking at this "Agenda 3" meeting will be done by the president or principal.

Is the agenda for your board meeting posted in a prominent place in the parish well ahead of the meeting?

Why would an agenda like "Agenda 3" be more likely than one like "Agenda 1" or "Agenda 2" to promote parish
interests in school board meetings?

17

20



ACTION C
Analysis of an Agenda

Here are some observations about the "Agenda 3" model which you examined earlier.

Easy to take at the beginning. Not easy to put in
writing. Builds enthusiasm. Lets the teacher (Ms.
Jackson) go home early.

Provides parents an opportunity to speak to the'
boards. (They also can go home early; compare t
Agenda 2 where they got a chance but only at th
end.) Time is controlled for the board's convenienc

Copies sent ahead. No need to rea
them at the meeting.

A "heavy." Information sent to board mem
bers in writing cuts down presentation ti
and helps them to formulate questions a
preliminary judgment.

Note: Helpful information (reprint o
the proposal) put right into the agend
sheet.

Wording an item as a question does wonder
to clarify what the board is supposed to d
tide. (Compare this to item 4 in Agenda 2
"Tuition prepayment"which gives no clu
about what the board will be asked to do 0
why.)

May take an extra stamp, but makes for more productive, less boring, an
shorter meetings! By contrast in "Agenda 2" items 6 through 11 were re-
portspotentially long and deadlywith no board involvement or decision
needed after item 5.

I.e. whatever part can't put in writing ahead of time.

Note: Relatively little of the talking et this "Agenda 3" meeting will be done by the president or prindpal.

Is the agenda for your board meeting posted in a prominent place in the parish well ahead of the meeting?

Why would an agenda like "Agenda 3" be more likely than one like 'Agenda 1" or "Agenda 2" to promote parish
interests in school board meetings?

17



on 4
ETTING THINGS DECIDED: THE CONSENSUS PROCESS

The purpose of this lesson is to give members
an understanding of decision making by con-
sensus and how it differs from the use
of Robert's Rules of Order.

For Leaders Notes. see page 45.

SECTION A
Differences between Majority Rule and Consensus

nserisus decision making is the model in which decisions are made by the general consent of the group rather
an by the majority rule used in parliamentary procedure. It is not difficult to make consensus work with relatively

mall and friendly groups.

n consensus decision making a good decision is one which each member of the group understands and
recognizes as the best that can be made, given the divergent views of the members. Its a decision which is unlikely
o please everyone totally, but one which each member of the group can support.

e group still begins with a recommendation, but this recommendation serves as proposal rat ..ar than a motion.
en, in the discussion that follows, board members work toward a decision which the whole groupnot merely a

majority of the groupcan endorse.

Each member has some responsibility to help the chairperson find an acceptable decision. As the discussion goes
along, the chairperson alters the proposal to incorporate suggestions which appear to bring the group closer
together. This process replaces voting on amendments, the method following in parliamentary procedure for
altering a motion.

Instead of the "order prescribed by Roberts Rules, courtesy and common sense keep the group working in an
efficient manner. The chairperson sees that members do not all ,peak at once or break into private conversation.

When the discussion seems to reach a conclusion, the chairperson says, "Is it everyone's judgment that, given the
various concerns and suggestions we have heard, our decision should be (such and such)?" There may still be
hold-outs, and if time has run out for that item, or if additional efforts have been fruitless, then the chairperson must
say, "We've not been able to reach a consensus, so reluctantly, we will have to vote and the majority will rule."

Here are some differences between Robert' Rules of Order and consensus decisionmaking:
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ROBERTS ' RULES

Majority Rules. There are winners and losers

Each member works for his/her own point of view.

Changes are made by amendment (motion, second,
discussion, question, vote.)

Chairperson is a police officer monitoring the order of
the discussion.

Chairperson "recognizes' persons who wish to
speak.

CONSENSUS

The group "rules , altering the proposal to accommo
date varying points of view.

Each member works for a decision all can buy into.

Changes are made by the chairperson's accom
modating to the direction of the discussion.

Chairperson is key listener and negotiator seeking
accommodations that will move the group.toward
agreement.

Chairperson actively involves even the quiet mem-
bers in contributing to the discussion.

Here are some expressions that become characteristic of consensus decision making:
"How would we improve this proposal to reduce your reservations about it, Charlie?"

(. . .instead of, "Do you want to put an amendment in the form of a motion?")

"Do you all generally agree that you could support this with these accommodations. . .7'
(. . ,instead of, "I call for Cle question.")

"Norma, what do you think? We haven't heard from you yet."
(. . .instead of, "Is there any further discussion?)

"Phil, wait until we're sure we understand Helens point here."
(. . .instead of, "You're out of order")

"Linda, what you're suggesting then is . . . Does the group see that as helpful?"
(. . .instead of, "The ayes have it; the motion to amend is carried.")

"Should we give this some more thought and see if. by next meeting, we can suggest something closer to what
you can live with ?"

(instead of, "I move to table the motion.")

"May I see a show of hands? Does everyone feel that we have exhausted our options foraltering this proposal,
and that what we have now is the best we can agree upon to deal with the issue?'

(. . .insteed of, "I call the question. Those in favor say, 'Aye Opposed 'No.")

Because Roberts Rules of Orderis dysfunctional for meetings of small groups such as school boards, most boards,
infect, tend to use some modification of consensus decision making. They may start with a motion but will discuss it
informally using the consensus model until some agreement has been reached. Then the motion will be amended
to reflect the changes which the group has made and the amended motion will be formally voted on.

If this variation works for your school board, go ahead with it.
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SECTION B
Comparison between Majority Rule and Consensus

The principal has recommended to the board the adoption of a drug alcohol education program for grades 7 and 8.
It is being offered by a local mental health center and consists of materials for class lessons plus sessions given by
the center's staff. The cost is to be $550. $300 for student materials at $5 per student, ph* teacher materials and
staff time. (A portion of the real cost of staff time to the center is being pad by a community grant.) A problem is that
the school budget has allowed only $400 in contingency fundsand it is only November.

Here are two sets of minutes for the discussion. One reports on the decision reached using Roberts Rules of Order.
The other reports on the decision reached by consensus. Reflect on the difference of style and results.

Here are some questions to help your thinking:

1. How many people participate in each of the two processes?

2. What further issues are raised in the scenario which follows the consensus model? Why don't these come up
in the scenario which uses parliamentary procedure?

3. Which process is more likely to contribute toward the building of ''solidarity" among board members? Why?

4. Analyze the behavior of the chairperson in each scenario. what leadership skills are tapped in the parliamen-
tary model? In the consensus model?

ROSERT's RULES

Mrs. A moved and Mr. B seconded that the principal
be authorized to introduce the Mental Health Center's
drugs/alcohol program at a cost of $550.

Mr. C spoke in favor of the program and praised the
work of the Centers staff in this area.

Mrs. D objected that the program should have been in
the budget and that it would be irresponsible for the
board to accept it before the next budget year.

Mr. E moved and Mr. C seconded an amendment that
the program be limited to grade 8 this year to bring its
cost down to $400 maximum. Mr. B and Mrs. A spoke
to the need for grade 7 and the added impact of doing
this with both grades at once. The motion to amend
failed 3-4 with 2 abstentions.

Mrs .A offered an amendment seconded by Mr. E that
the board pay the $250 for Center staff costs and
parents be charged $5 for the materials. Mr. B spoke
to the impracticality of this. The motion failed 3-6.

Mrs. D called for the question and the original motion
failed 4-5.

20

CONSENSUS

The board discussed the merits and feasibility of the
Mental Health Centers drugs alcohol education pro-
gram.

Mrs. A, Mr. B, and Mr. C spoke in favor of the program
and praised the work of the Centers staff in this area.

Mrs. 0 objected that the program should have been in
the budget and that it would be irresponsible for the
board to accept it before the next budget year.

Mr. E suggested that the program be limited to grade
8 this year to bring its cost down to the $400 max-
imum. Mr. B and Mrs. A spoke to the need for includ
ing grade 7 and the added impact of doing this with
both grades at once.

Mrs. A. suggested charging parents the $5 for student
materials but others thought that impractical.

The chairperson asked whether everyone would be in
favor of the idea if the funding problem could be
solved. Mrs. G objected that the program did not
effectively involve parents. Mr. H concurred.
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CONSENSUS (continued)

Mr. E suggested that the Center staff would almost
certainly include communications and meetings with
parents as part of the program if the board asked.

Mrs. A wondered whether the board shouldn't just
authorize the program and deal with the potential
budget problem in February or March when other
accounts might help balance it out.

Mr. E suggested that perhaps the Home-School As-
sociation would help with the cost.

The chairperon asked Mrs. J how she saw this and
she agreed that the potential deficit amount was too
small to deter a favorable decision.

The chairperson asked Mr. F how he felt about this.
He said he wasn't sure the program was needed in
this school but he could support the group and the
principal if they thought it necessary.

The chairperson asked if there were consensus that
the principal should go ahead with arrangements,
asking the Center staff to include a parent compo7
nent. The board will ask the Home-School for funding
help and will review the financial implications in Feb-
ruary. All concurred although Mrs. 0 expressed some
anxiousness about going ahead before the financing
arrangements were completely clear.

Here are a few observations on the drug/alcohol education decision making scenario.

1. Mr. E and Mrs. A were struggling for a compromise that would save the proposal in each scenario. The
consensus format gave the opportunity to find the acceptable combination.

2. Robert's Rules enabled Mrs. 0 to bring the proposal to a vote before the board was able to discover a more
satisfactory solution.

3. Robert's Rules created a series of negative notes. The consensus model created a joint struggle in a positive
direction. Note also, however, that in the consensus process it took longer to find the position that all could
support.

4. Mr. F and Mrs. J probably would never have spoken to this issue in the Robert§ Rules model. In consensus,
the chairperson asked what was going on in their minds. In a format where he was not obliged to speak, Mr. F
might well have voted NO or abstained.

5. For fun: In the Roberts Rules format, the four votes in favor of the motion to adopt the policy were Mrs. A, Mr. B,
Mr. C, and probably Mr. E. In the earlier vote on the amendment to drop grade 7, what is your guess on how
each of the nine voting board members voted?

YES; Mr. E Mr. C

NO:

ABSTAIN;
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SECTION C
Process in Arriving at Consensus

The leadership will have selected from the agenda for ycx meeting an item which requires a decision. Work on making
the decision as a group, using the consensus process. Here are some things to rememoer:

1. Each personnot Just the chairpersonis responsible for trying to achieve an acceptable decision.

2. To the extent that itt practical, each persons judgments and feelings should be heard and understood by the
group

3. As concerns arise, try to be thinking of new approaches or accommodations which will address them.

4. Don't use motions and votes in order to reach a decision. As the group moves toward consensus, the chairperson
may ask for an informal vote simply as a way of testing the groups support for the position which appears to be
emerging.

5. Be willing to accept a decision which, while not your first choice, seems to be the beit decision the group can make
after weighing the judgments and concerns of the individuals.

6. If no consensus decision can be reached, the chairperson will determine whether to continue the discussion at
another meeting (perhaps with additional information and study) or whether to bring the matter to a regular
parliamentary vote.
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Lesson 5
CHURCH DOCUMENTS ON CATHOLIC EDUCATION

The purpose of this lesson is to familiarize
board members with recent significant Church
statements on Catholic education and to
identify some of the important concepts in
those statements.

For Leaders Notes, see page 45.

SECTION A
Review of Church Documents

In the past two decades there have been several Church documents of great significance for Catholic education an
for Catholic schools. Below in chronological order is a ve-y brief summary of these statements. Please read it I
preparation for the next board meeting.

Declaration on Christian Education is one of the documents of the Vatican II Council. It was issued in 1965. Th
text reflects on the duties of parents, the civil society, and the church in education. It speaks to the Catholic school
being of "utmost importance" and urges "pastors and all the faithful to spare no sacrifice in helping Catholic school
fulfill their function in a continually more perfect way." Identified as the distinctive function of the Catholic school a
these purposes: "to create for the school community an atmosphere enlivened by the gospel spirit of freedom an
charity, . . . to he'o the student in such a way that the development of his own personality will be matched by th
growth of that new creation he became by ')aptism, . . . [and) to relate all human culture eventually to the news
salvation." (art. 8) Teachers are especially challenged in their vocation which "demands special qualities of min
and heart, very careful preparation, and continuing readiness to renew and adapt." The declaration also h
encouragement and advice for Catholic colleges and theological schools.

General Catechetical Directory was issued in 1971 by the Sacred Congregation for the Clergy in Rome. "The
intent of this Directory," the foreword says, "is to provide the basic principles of pastoral theology . . . by which . . .
the ministry of the word can be more fittingly directed and governed." The document was written for all those who
have some rebponsibility for catechesis (i.e., "ecclesial action which leads both communities and individual
members of the faithful to maturity of faith"). The General Catechetical Directory speaks about revelation (how
God's word comes to us) and about the hierarchy of faith truths (the four basic mys.eries being the triune God who
creates, the incarnate Christ, the sanctifying Spirit, and the Church). It offers some insights regarding the
catechetical approach appropriate for different age groups; it emphasiz )5 the importance of formal preparation for
catechists; and it addresses in a general way structures and tools for carrying out cat echesis.

To Teach as Jesus Did is a pastoral message by the National Council of Catholic Bishops which was issued in
1972. It identified three main goals for all of Catholic education: to teach the gospel message, to help people grow in
the fellowship that is Christian community, and to remind the Christian of the oblige .ion to service. It offered specific
counsel to various components of Catholic education: adult education, college campuses, Catholic schools, CCD,
youth ministry, etc. On the Catholic school, it sounded a very up-beat note: "Of the educational programs available
to the Catholic community, Catholic schools afford the fullest and best opportunity to realize the threefold purpose
of Christian education among children and young people."
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ach Them is a statement specifically on Catholic schocts o, iv ;II was released by the Bishops of the United States
atholic Conference in 1976 It reaffirms the suppor ,I tile Amtican hierarchy for Catholic schools, The reasons

compelling. Generally these schools are notab:y successful eiucational institutions which offer not only high
ality academic programs but also instructions ..:_id kroaiton in the beliefs, values and traditions of Catholic

hristianity . , They have a highly positive impact rx eJuit religous behavior." The document encourages efforts
sustain Catholic schools which serve poverty area It (Aso complements and challenges parents, teachers,
ninistrators, and pastors.

he Catholic School was produced by the Sacred Congregation for Catholic Education in Rome in 1977. The
cument is a ringing endorsement of the pastoral value of Catholic schools. They are seen as places where faith is

art of the school's culture and where "all members of the school community share this Christian vision." The
hoots are called upon to integrate "all the different aspects of human knowledge through the subjects taught in the
ht of the Gospel" and to help young people "grow towards maturity in faith Teachers are particularly challenged
"reveal the Christian message not only by word but also by every gesture of their behavior."

haring the Light of Faith is also called the National Catechetical Directory (NCD). It was written by the Uilited
tates Catholic Conference for the American bishops and was approved by Rome in 1978 Our country's sequel to
e General Catechelical Directory, this is now the most important document relating to our Catholic education.

speaks first to some general principles on catechetics. For example, it defines the source of catechetics as 'God's
rd, fully revealed in Jesus Christ and identifies the "signs.' or manifestations of God's word as falling into four

ategories, biblical, liturgical (Mass and saexaments). ecclesial (e.g. creeds) and natural (God's presence in the
rld).

ext the NCD outlines the content of the catechetical message. This is a beautiful concise summary of Catholic
aith After this, there follow special chapters on catechesis for worship, for social ministry, and for faith maturity
including sections on conscience formation and sexuality).

inally the directory offers some insight and guidance in the very practical areas of personnel, organizations, and
esources for catechesis.

n its guidelines for Catholic schools, the NCD advises schools to have a set religion curriculum with established
oals and objectives." to build and foster community among staff and students, to provide for "creative paraliturgies
nd sacramental celebrations," to introduce students to the practice of Christian service, and to develop in students
a social conscience sensitive to the needs of all." Of the Catholic schools uniqueness the NCD says, "Growth in
aith is central to their. purpose The schools are called upon to integrate their educational efforts with those of the
arish(es), and teachers are charged with being witnesses to the Gospel and demonstrating commitment to
ommunity, service, and the teaching authority of the Church.

Lay Catholics in Schools: Witnesses to Faith was issued by the Vatican Congregation for Catholic Education in
1982. This document provides a theological rationale for the role of the lay person as educator. "The lay Catholic
educator is a person who exercises E: specific mission within the church by living in faith a secular vocation in the
communitarian structure of the school." The statement calls the educator, by his,'her example, instructional
methods, and personal contacts with students. to show respect for the individual dignity of each student, to provide

Iprinciples by which students can think End act both critically and creatively within their culture, to communicate
information truthfully, and to encourage sto +dents toward social awareness and responsible decision making. The
document stresses the importance of ongoing professional and religious education for educators. ft asks "all
believers (to) actively collaborate in the work of helping educators to reach the social status and the economic !avel
that they must have if they are to accomplish their task." This includes "an adequate salary guaranteed by a well-
defined contract." Finally, the document states that the lay educator "should participate authentically in the
responsibility for the school."
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SECTION B
School Philosophy Based on Documents

Below are the first few paragraphs of a Catholic school's statement of its philosophy Please discuss it in the light
your reading of Section A. Where do you see specific influence of Church documents on Catholic education?

SCHOOL PHILOSOPHY

(1) St. Gregory School is a Catholic school whose purpose is to nourish young people in faith and in development of their tient
for their own growth and for service to others (2) The school sees itself as a complement to the parents in providing educatio
to the children of this parish. (3) It accepts the Church's mandate to share the gospel message. to build community and to se
and teach service while providing a quality education.

(4) The faculty members of St. Gregory School understand their responsibility to give witness to their faith and to to
community within the school. (5) Teachers are committed to encourage students by methods of positive reinforcement rathe
than by corporal punishment or threats of failure. (6) They recognize also that all students do not work at the same rate of
or on the same level. (7) They strive to create classroom climate in which students realize that the teacher is concerned abou
their personal growth as well as for their education. (8) The school works to help students to be caring about others and to g
in awareness of their responsibility for peace and justice in the larger world community.

(9) St. Gregory School accepts the responsibility to provide students with a strong foundation in the basic skills, a well round
program of religious education. and an integration of religion an values in other subjects such as social studies and languag
arts.

(10) St. Gregory School is a partner to the other religious education activities of the parish and, with them, seeks to "pivotal
the good news of salvation to all. . . . and train them to live knowingly as children of God."

(Note: Were there elements you expected to find in the statement and did not? Are you familiar with any documents that g'
parallel philosophical direction to public schools or public school teachers')

SECTION C
Projects Based on Document Readings

As a follow up to the boards review of the documents on Catholic education, please do one of these projects:

1. If you can obtain a copy of one of the documents studied, read it or at least page through it.

2. Read the statement of philosophy for your school. Look for signs of the directions suggested by the Church
documents.

3. Review the past year's board minutes, Is there evidence of the board's involvement (through inservice or its
business) in fostering the ideals in Church documents?
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SECTION D
Test of Statements Contained in Documents

ease select the correct answers for completing these statements:

1. The 1972 document in which the American Catholic bishops outlined the purposes of Catholic education is_ a) National Catechetical Directory_ b) The Catholic School_ c) To Teach as Jesus Did

d) Humanae Vitae

2. Sharing the gospel message was identified by the bishops in 1972 as only one of three major goals of Catholic
education. The other two were_ a) Providing an alternative to public schools_ b) Teaching students to serve_ c) Giving instruction for first sacraments_ d) Involving students in a faith community_ e) Preparing leaders for the Church future

f) Developing a well rounded person

3. Specific content goals for religious education are spelled out in a 1978 document whose title is_ a) Catechesi 'Tiadendae_ b) Sharing the Light of Faith_ c) Teach Them_ d) Ascent to Excellence in Catholic Education

4. The document which speaks to the roles of parents, civil authority, and the Church in education is:

a) Vatican lit Declaration on Christian Education_ b) Basic Teachings for Catholic Religious Education

c) To Teach as Jesus Did

d) General Catechetical Directory

5. The National Catechetical Directory addresses some special issues that require the attention of catechists. Among
them:_ a) conscience formation_ b) facing contemporary social issues_ c) sexuality_ d) all of the above
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Answers:

Q. 1"c" (To Teach as Jesus Did) is the answer

"a" The National Catechlical Directory (or Sharing the Light of Faith) is the 1978 document that speaks about
principles and content of catechetics.

"b" The Catholic School is the 1977 Roman document which underlines the continuing merit of Catholic school

"d" Humanae Vitae is Pope Paul VI's encyclical on human life and contraception.

Q. 2"b" and "d" are correct.

The others are all valid goals for a Catholic school but aren't the messagecommunity--service goals ideal
in To Teach as Jesus Did.

Q. 3"b" Sharing the Light of Faith (or the National Catechetical Directory) is the answer.

"a" Catechesi Tradendae is an apostolic exhortation by Pope John Paul 11 (1979) which reflects on the crucial
of catechetics in the history and life of the Church.

"c" Teach Them is the 1976 American bishopg statement in support of Catholic schools.

"d" Ascent to Excellence in Catholic Education is the book on Catholic school boards by Dr. MaryAngela Ha

Q. 4"a" Vatican 11's Declaration on Christian Education.

"b" Basic Teachings for Catholic Religious Education is a 1973 statement by the American bisho'
which"specifies the doctrinal basics which the bishops expect in teaching Catholic doctrine." It has been repl
now by the National Catechetical Directory.

Note also that Teach Them is also quite explicit on the topic of the roles of parents, civil authority, and Chu
education.

Q. 5"d".

. ;
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sson 6
VALUATING THE BOARD'S PERFORMANCE

The purpose of this lesson is to provide
the board with information and skills to
help it in evaluating its activity as a
board.

For Leaders Notes. see page 46.

SECTION A
Perspective on Evaluations

valuation of the board's performance will constitute the topic of the next boarJ study lesson. Evaluation is intended
help the board become more effective in its service to the school. Evaluation can also point out ways for making

articiprition on the board a more satisfying experience for board members.

e main purpose of evaluation is not to be negative or critical, but to provide the board some perspective on how it
perates. It's like a Monday screening of the films of the big game. (What made this play work? What prevented that
lay from working? What should we change before next weekend's game?) This genre of evaluation is not in the

tegory of let's-seewhatwe-cancatchsomebody-at! It is an important, even essential, component of the board's
sponsibility. It must be routinely included in the annual program of the board. Evaluation should be done formally:

hought should be given to the format for it and a block of the board's time should provide review and feedback on
ach of the board's responsibilities, and also on the mechanics of the board's operating style,

deafly, the evaluation format should include both a formal, fact-based review of the boards functions and goals and
n informal, openended component which allows respondents to think creatively and to express their personal
actions to the experience of serving as board members.

he potential usefulness of the information that comes from an evaluation, then, is two-fold. First, it provides board
embers with a reaffirming view of the value of their contribution to the school. Second, it gives direction to the

hanges which the board might make to improve its performance.

n preparation for this lesson, please give some thought to this question:

WHAT THREE OR FOUR THINGS WOULD YOU NAME AS THE BOARD'S MAJOR
ACCOMPLISHMENTS IN THE LAST 12 MONTHS?

Please list the items below. Discuss the questions with some of your constituents if you have the opportunity.
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SECTION B
Effectiveness of Performance

One of the responsibilities of a school board is to evaluate the effectiveness of its work.

I. Please rate the effectiveness of the board this year in each of the following areas:

POLICY MAKING

1. The board set goals for the school and worked toward
the achievement of those goals.

2. The board set policies for the school to meet school
needs.

3. The board used opportunities for input into the policy
making process of the diocesan school board.

EVALUATION

4. The board has monitored its policies to evaluate their
effectiveness.

5. The board has participated in the evaluation of the prin-
cipal.

6. The board has evaluated its own performance.

OTHER

7. The board reviewed and approved the school budget.

8. The board accomplished the activities for which it had
assumed responsibility in the goal-setting.

9. The board was active in promoting Catholic education in
the community.

10. The board offered advice upon the request of the princi-
pal (pastor).

NO
GOOD FAIR POOR ACTIVITY
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Please rate the effectiveness of the board's operation this year:

E BOARD.. .

. Was representative of the community whom the school
NOM.

Developed or reviewed its constitution.

Met regularly.3

4.

5.

6.

7.

8.

he

E AGENDA.. .

Was prepared by the principal in collaboration with the
board's president.

Was distributed well in advance of the meetings.

Made clear what action was expected on each item
(e.g., a vote, discussion, listening/receiving informa-
tion).

Was accompanied by appropriate background data.

E BOARD MEETING.. .

Was faithful to the agenda, moving through items in a
deliberate and orderly fashion.

MMITTEES OF THE BOARD.. .

9. Had clearly defined tasks.

0. Reported regularly to the board about their progress on
assigned tasks.

1. Upon completion of their tasks, made specific recom-
mendations to the board for its consideration.

NO
GOOD FAIR POOR ACTIVITY
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SECTION C
Assessing Board Effectiveness

The exercise presented in Section B represents one approach to evaluation of the board. There are other ways
attempting to assess the board's effectiveness. Here are some ideas. Your board might give thought to these f
future occasions.

1. Make a list of the board's accomplishments for the year. (This can be done at a meeting so that all of the gro
contributes, or it can be reconstructed from the minutes by the principal or president.) The board th
constructs a similar list of things that the members had hoped to accomplish but had not, and of things that h
been only partially accomplished. It is not necessary to give a "rating". Remember that the whole purpose
the evaluation is to help the board grow in effectiveness. Seeing what was done and what wasn't done shoul
help the members to gain some insights regarding what works and what doesn't work. "Why were
successful in these things? Why were we unsuccessful in those things? How might we operate differently ne
year to fulfill our purposes better?"

2. There is value in getting the assistance of a consultant from outside of the board organization to help with th
evaluation. A consultant is in a position to bring a degree of objectivity which the board members would n
have. A consultant can compare the board's activities and accomplishments with the purposes and goal
which it is supposed to be addressing. A consultant will probably use several tools: for example, he or she ma
review the constitution and minutes, discuss the board with the principal, board officers, and pastor, conduct
survey of parents and teachers to generate data, sit in as an observer at a board meeting or two. Th
consultant will then be in a position to offer observations and recommendations regarding the board
operation and effectiveness. This approach is time consuming and can be expensive. Perhaps the diocesa
education office or some other department of diocese has someone able to help in this capacity. Perha
someone in the parish has the skill and would be willing to make this contribution to the school. Of course it
also possible simply to hire this service; it would be legitimate for a board to build this item into its budget,
least periodically.

3. A board-conducted survey of parents would also give the board some objective data for evaluation. Th
problem is that while surveys took easy, they are actually deceptively difficult to design and interpret. You taus
begin with very definite ideas about what data you need. You must also have skill in designing the instru men
to obtain that information. It is important to get knowledgeable assistance if the board plans to go this rou:a

4. If the board has done goal setting and has objectives and projects which are clearly stated and accompani
by performance standards, then it is relatively easy for either the board or a consultant to evaluate the boan
performance. The standards have been met, or they have not been met. In either case, there is merit in usin
some board time to reflect on why some were met and others not, on approaches that worked and those tha
didn't work, and on ideas that might make the board's work easier or more productive next year. Even if th
board does not do formal goal setting, it is ultimately helpful to the evaluation process if the board begins eac
year with a few informal goals: "This year we hope, as a minimum. to accomplish these things: . . ."

Having reviewed the board's performance in the exercise in Section B, please list below 3 or 4 goals which yo
would like the board to pursue during the next 12 months. These may be projects for the board, projects for the
school, and/or things that will make the board function better.
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on 7
ETTING GOALS FOR THE BOARD

The purpose of this lesson is to give the
members a familiarity with the value,
purpose, and process of formal goal setting.

For Leader's Notes. see page 47.

SECTION A
Planning: Goals and Objectives

ease read this background sheet before the next board meeting.

anning is an organization's way of making sure it knows where it is going and how it will get there. Board planning
nables you to project some vision of what you would like for the school and it helps you to pursue that vision
ystematically. It gives some guarantee that the time and energy you invest in the board will not be wasted or
issipated.

ere are different models for going about planning. The one described here is a simplified variation of the planning
objectives approach. In brief. the theory is that you start with long-range goals, narrow those down to a series of

hort-range objectives, and then decide on projects that will accomplish the objectives.

"goal" is something you want to accomplish over a long period of time, over five years for example An "objective is
portion of the goal which can be achieved in a shorter period of time, in one year for example. Suppose your

chool is serving 50% of the parish's students and you set as a five-year goal increasing that percentage to 75%. A
irst year objective could be to increase enrollment to 55% of the parish children; that could be followed by
ubsequent objectives of 60%, 65%, 70% and 75%. Other objectivesand these probably would be more
onstructive and helpfulmight be:

Open a kindergarten for recruitment purposes.
Establish a tuition supplement fund to reduce the chances that parents will decide not to send their children to
the parish school simply because they cannot afford the cost of tuition.
Establish a parent-to-parent recruitment program.
Add a curriculum enrichment component to the school's academic program to make it more attractive.
Survey the reasons why 50% of parents do not choose the school.

These are all "objectives," each one of which will contribute to achieving the goal of increased enrollment. They can
be accomplished in a relatively short time (like a year).

One more step is required before the planning is complete. Specific "projects" or programs have to be designed
which will achieve (or help to achieve) each objective. For each of these projects you need to identify exactly whatis
to be done, who is to be responsible for it, when it is to be completed, and by what standards its success will be
measured.

To build on the examples used above, a project or projects need to be identified which will accomplish the objective
of providing a tuition supplement fund. The board might decide as a project to inaugurate the adopt-a-student
concept. Mr. Jones agrees to take responsibiity for this project. By way of timetable, the board sets two dates: the
planning is to be done by March 31, and the appeal to the parishioners is to be completed by May 15. The board sets
$10,000 as a goal, but agrees that it will consider the project a success if it realizes $6,000.

32

35



Obviously, it will take a galaxy of projects to pursue effectively each of the objectives that might be identified. Care
must be taken not to overload the people involved. If time or resources aren't sufficient to do everything, then some
priority judgments must be made, and something less than the perfect plan must be adopted.

Here are some qualities that characterize both a good goal and a good objective:

It should be relevant. This means that it is clearly a part of the school board's business and clearly a part of the
school's function,
It should be visionary. it should represent some worthwhile hope for the school's future.
It should be possible. This means its within the capabilities of the board. There's a difference between planning
and wishful thinking,
It should be measurable. You should be able to see in some way whether you've made progress or not. (Of
course. as you move along, you'll want to be sure also that the goal is still as relevant, worthwhile, and possible
as the board originally envisioned,)

So, in summary, a plan in this format consists of a collection of long range targets to be reached (goals), broken
down into manageable short term segments (objectives), and accomplished by specific activities (projects).
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SECTION B
Role Playing Exercise

This will be a brief role play. Assume that your board has done a session already to identify needs and has decided
on its first goala parish awareness goal. An initial objective has been formulated and one project has been agreed
to. As you pick up now, try to add another project and (if there is time) another objective.

Remember the definitions:

A goal is something you wish to accomplish over a long period of time (e.g., five years). An objective is a part of a
goal or a step toward a goal which can be accomplished in a short period of time (e.g., one year). A project is an
activity which will help to achieve an objective; it tells what will be done, by whom, by when, and by what standards
its success will be measured.

GOAL 1: One of our goals is to make the parish more aware of the quality of our school program.

Objective A: One of our objectives to accomplish Goal 1 is to provide opportunities for parishioners to visit the
building and see the school in action. (To evaluate this, we will look at questions like: How many
opportunities did we offer? How many non-school families visited the building? What did the visitors say
about the instructional program, the religion program, the cost, etc.)

Project 1. One of our projects to accomplish Objective 1A is to sponsor an open house after the Masses on
Sunday in Catholic Schools Week to let the parish see the children's work. Maryann Thompson will
be responsible; it will be held on February 4 with publicity out by January 10. (We will consider it a
success if it is publicized and conducted smoothly, gets a reasonable number of non-school families
to tour the school, and produces a generally favorable evaluation.)

Project 2: Another of our projects to accomplish Objective A is

The person responsible will be

It will be accomplished by (We will determine

its success by

.)

Objective B: Our second objective for accomplishing Goal 1 is to

(We expect to evaluate our success by
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SECTION C
Goal Setting Exercise

Call three or four of your friends or neighbors who have children in your school. Ask them what they consider to
the school needs or what concerns .hey think the school board should be thinking about. Another way to get at thi
is to ask what they would like to see in the future of the school, what dreams they have for the students which th
school might someday address. Don't argue or alibi if they say critical things. Ask questions for more or cleare
information if that seems appropriate. Thank them for their help.

Jot down the kinds of things you heard from them:

Please be prepared to discuss your list at a future meeting. The total collection will reflect some grass roots ideas for
the board when it does goal setting or thinks about its program for next year.
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n8
RINCIPAL, PASTOR, AND BOARD:
HE KEY RELATIONSHIPS

The purpose of this lesson is to give board
members an understanding of the boards
relationships with others, especially with
the pastor and principal.

For Leader's Notes. see page 48.

SECTION A
Components of Relationships

e two key relationships in the life of a Catholic school board are its relationship with the pastor as d its relationship
Rh the principal. A relationship is an interaction in which each side gives something to the other and receives
mething back. Summarized below are the main components of those two board relationships.

e School Board Gives to the Principal:

1. Vision. The board communicates to the principal its expectations for the school in terms of goals and
objectives.

2. Policy direction. The board adopts policy to indicate to the administrator, how, in general, it wants the school
to function.

3. Evaluation. The board assists the principal by reflecting on the effectiveness of his or her service to them.

4. Trust. The board as a whole and its members individually do not intrude into the school administration nor
attempt to influence or reverse the professional judgment of the administrator. While they are unlikely to agree
with every decision that the principal makes, board members owe the principal their public support and the
"benefit of the doubt" when the principals judgment is challenged by individuals in the parish or in the greater
community.

5. Information. On an informal basis, board members should provide the principal with any grass roots
information from their constituents which may help the principal to better respond to needs and problems.

6. Work. This means that school board members should be willing to pitch in on request of the principal to help
with projects, whether they are boardinitiated or principalinitiated.

ere are the things that the board should expect to get from the principal:

1. Direction. This means that the principal identifies school needs for the board's attention. As the board
responds to these, the principal makes policy recommendations for the board's consideration. The principal
also assists in budding the boards agenda (which orchestrates its activity and contribution). The initial budget
draft is prepared by the principal for the boards consideration. The principal also should offer ideas,
suggestions, and encouragement for the inservice development of the board members.

2. information. The principal should provide the board with data that will help them make policy decisions and
evalute the effectiveness of the decisions which they have made, The principal should also provide them with
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general information about the school. its curs icular programs, its staffing, its ongoing financial status, and any
special activities which are taking place. If ti-ere are special problems occurring or anticipated, it is a normal
courtesy for the principal to inform the board members. The principal should also pass along to the board
general information about diocesan educational policies and activities as well as national trends and research
highlights.

3. Accountability. The principal owes to the board the best effort as principal that he or she can give. The
principal has a responsibility to implement the policies adopted by the board, as well as to heed the regulations
which come from the diocesan or state level.

4. Cooperation. The pnncipal needs to give to the board whatever cooperation and support it needs to function
as a group. The principal provides the secretarial help to get agendas, minutes, and announcements
duplicated and distributed. If the committees need assistance in getting together and accomplishing their
tasks, the principal offers assistance. While there is room for private and professional differences of opinion,
the principal owes the board as a whole and its individual members a public respect and loyalty. The principal
should also be alert to recruiting potential new members for the board.

he school board is advisory to both the principal and Olt pastor. The board's advice is asked because the
corporate wisdom and insight of its members are desired and appietiefld. The relationshio between pastor and the
school board is characterized by these responsibilities:

The School Board Gives to the Pastor:

1. Cooperation. They listen to the needs of the school and the parish as presented by the pastor (and the
principal) and attempt to rspond with their best advice and direction.

2. Information. Whether or not the pastor is a member of the board, and whether or not he attends the meetings,
the board keeps him informed about its concerns, activities and plans. The board should see that the pastor
gets information early when it is contemplating some significant decision; there should be no surprises for the
pastor either at board meetings or in casual conversation with parishioners between board meetings!

3. Accomtability. The board should do its job in the best way it can take responsibility fur its decisions, and be
willing to accept the pastor's veto if that should ever happen.

4. Loyalty. The board :hould be supportive of the pastor and his educational programs. If at all possible,
differences should be worked out amicably. If the board judges that confrontation is necessary, the board
should confront the pastor privately, if at all possible.

Here are the things which the school board should expect from the pastor:

1. Confidence. The school board is always advisory, but when a parish asks for its advice, that advice should be
weighed seriously.

2. Pastoral leadership. The pastor should share with the school board his vision and hopes for the future of the
parish, particularly its educational mission. He should assist board members to fit the schools contribution
into the overall pariah program. The pastor shoLld also help board members to understand the educational
mission of the Church and their own role in that ministry.
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3. Participation. The pastor should take an interest in and be supportive of the school board and its activities.
There are two schools of thought about whether the pastor should be a member of the board. One approach
says that, since the school is such a major part of the parish program and budget, and since the decisions of
the board should be made in a collegial fashion and honored by the pastor, he should, of course, participate as
an active member in those decisions. The other school of thought says that, since the board is advisory to the
pastor, N is, in effect, silly to have him give advice to himself. Either way will work provided that the pastor takes
all active interest in the board's work, makes surethe board understands his position on key issues, takes their
advice whenever he can, and accounts back to them if ever for some reason he cannot accept a decision they
have made.

4. Pastoral guidance. Service on the school board should be an occasion of personal growth for the board
members. The pastor should take responsibility for seeing that board members have the opportunity to pray
together, and to grow in their understanding both of Church and of the Lord it celebrates.

5. Operating help. The board will need the pastors help regularly for a variety of operating needs: access to the
parish bulletin, the finance committee or parish council, etc. The board will also cou,lt on the pastor to help in
recruiting members for the board.

GENDA DRAFT
hool Board MeetingOctober 14

. Prayer
Approval of minutes worn September 17 meeting
Committee reports
a. Student welfare
b. Public relations
c. Home-School liaison
Principal's report
a.- Religion textbooks
Other
Old business
a. Playground equipment

. New business
a. Discipline policy
b. Student insurance

. Other

SECTION B
Relationship of Board President and Principal

he board president (Mrs B. P.) and the school principal (Mr. S. P.) are meeting the week before the board meeting
o review the draft of the agenda which Mr S. P. has prepared. The substance of their conversation goes like this:

Mrs. B. P.: Do you suppose Father McAroy will do the prayer? The old goat hasn't been around for the last two
meetings. We really shook him up with that policy on admissions criteria didn't we?

Mr. S. P.: I haven't seen him lately. Do you have the minutes for item 2?

Mrs. B. P.: Not yet but I expect Mrs. Wilson (board secretary) will bring them.

Mr. S. P.: On item 3, I don't think the Student Welfare committee has met. I asked the Public Relations
Co )mittee to revise our brochure and they've done a wonderful job. Mr. Thompson showed me the
proofs and he'll have copies for the meeting.
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Mrs. B. P.: That's great. What does the Home-School liaison have?

Mr. S. P.: Probably nothing. I think the Goggins are headed for a divorce; at any rate, Mrs. Goggin has been a
scatter-brain lately.

Mrs. B. P.: What do you have for the principal's report?

Mr. S. P.: Not too much. We got new religion books for the fourth and fifth grades. They weren't in the budget but
the teachers wanted them and are really pleased.

Mrs. B. P.: (very agitated): You allowed that? Why weren't religion books in the budge' you proposed to us? How
much did they cost?

Mr. S. P.: They were $546. We hadn't seen how good these were when I drafted the budget.

Mrs. B. P.: How are we going to sustain our credibility with the pastor and the parish council if we can't live within
our budget? Well, we'll certainly need to disAiss that.

Mr. S. P.: I'll probably have some other items in my report but nothing else controversial, I hope.

Mrs. B. P.: You have the playground equipment on here. I notice the new things have been installed. Is our policy
about using it outside of P.E. classes working?

Mr. S. P.: I'd say so. Playground activity seems to be safe and orderly. I thought I'd tell the board that. The
playground has been especially busy during lunch; the kids have more time si.ic. I discontinued the
hot lunch program.

Mrs. B. P.: (angry again): Yes, I didn't know that was happening until Mrs. Lovecchio ca.led me. Her mail comes
earlier than mine. How could you do that without checking with the board? Dr you realize we worked for
two years before you came to get that lunch program started?

Mr. S. P.: It was creating a mess. Besides, it tied up the cafeteria almost all day and I wanted the space for some
of our study groups.

Mrs. B. P.: Well, add that to the agenda. I expect well want to think aboutthat.

Mr. S. P.: Under new business, I have two policy items. I'd like to propose some new wording for our discipline
policy. The present policy isn't working just right. I also got an ad for student insurance from Trundell
Company and it sounds like a good idea.

Mrs. B. P.: I have one other item to add. Mrs. Spencercalled me yesterday to complain about Johnnie's homework
araignments from that Miss Glick. I think we should do someting about that Miss Glick.

Mr. S. P.: Fine. I'll include that on the agenda and get this retyped for next week. Thanks for stopping by.
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SECTION C
Relationships and Organizational Implications

The key relationships for a parish school board are those with the pastor and with the principal. The organization
Chart might look quite simple, like this:

IPASTOR
1.- --

PRINCIPAL I

.....
..s.

......
...... ft,. ...,. -..

-.. --.

solicits advice from
-.. .....

BOARD I

These, however, are not ordinarily the only relationships that must be sustained by the board. Parish organizations
these day3 can become somewhat complex and a number of other people and groups get involved. A parish
organizational chart might look like this:

PASTOR solicits advice from _ PARISH COUNCIL I

DIRECTOR OF
RELIGIOUS
EDUCATION

PRINCIPAL

solicits advice
from

EDUCATION
COMMITTEE

FINANCE
COMMITTEE

NIMII 411M - -- solicits advice from _ .... SCHOOL BOARD 1
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There are other variations of this. the School Board may operate as a committee of the Education Committee, for
example.

The chart gets larger, even three dimensional. as it grows to include the bishop (and his advisory Diocesan Pastoral
Council). the Superintendent of Schools (and his or her Diocesan School Board), vicariate councils, state education
department. etc.

There are three controlling principles that apply in general to the whole organizational structure.

1. All of the councils, boards and committees are advisory. They are brought into existence, however, because
their advice is seen as necessary and valuable.

2. The larger missions of the Church are preeminent. This means, for example, that the school's place is always
within the larger context of the Church's teaching mission and never can be considered more important than
that.

3. The activity and the decision making are done at the "lowest" feasible level. This is the principle of subsidiarity.
it means that the diocese doesn't do what the parish can reasonably do. etc. (Note: the word "lowest" is in
quotes because it implies a line and staff organizational structure which is more appropriate to big business
than it is to a church where the Master washed the feet of his disciples.)

in all of the dealings among these people and groups, loyalty, respectful candor, and open communications must
characterize the interrelationships.

Here are some implications for board relationships:

PARISH COUNCIL. The school board gives to the council acceptance and support for parish priorities, cooperation
with financial arrangements, and accountability as required. The board receives back trust to do its job (sub-
sidiarity) and perhaps some goal directions..

EDUCATION COMMITTEE. This is normally a committee of the parish council and the relationships are the same:
the board gives cooperation, support, and accountability. It gets trust and sometimes goals to address.

PARISH FINANCE COMMITTEE. The board gives this group budget and financial reports. The board receives
from this committee financial guidelines, approval of a parish subsidy figure for the school and financial advice on
request. Note that the parish finance committee may reject a subsidy request figure but may not veto a budget line
item or a tuition scale. (The school board often has its own finance committee which answers only to the board and
is quite separate from the parish finance committee.)

DIOCESAN OFFICE. The board gives the diocesan schools department (and the diocesan board) compliance
with diocesan policies, regulations, and procedures, cooperation with its programs, and information, advice, and
evaluation for the development of diocesan policies. The parish school board should get from the diocese general
policy direction, information for its planning, board member training opportunities, and counsel on request.

PARENTS. The board members give their constituents wise representation. This means they listen, study,
contribute. The board members have a right to expect from the parents information, interest, and support.
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Leader's Notes

Leader's NotesLesson 1
RESPONSIBILITIES OF THE SCHOOL BOARD

The purpose of this lesson is to clarify board members' understanding of the board's role and respon-
sibilities.

A. Ask the members to read Sectien A before the meeting.

B. At the meeting ask the board members to read the directions for Section B and complete it individually. They will
have a chance to "correct" their answers later. Allow about 5 minutes for this task.

Ask the group to follow as you read the comments given below for each answer (This will take only 5 minutes. It
will be better if you can allow additional time for some discussion on each item as you go through. Do be caref' !
to pace the group so you don't use more time than you wished to allocate to this lesson.)

1. O.K. This is an accountability function flowing from the boards budget.

2. O.K. This could be justified as an accountability function also. Even if it's not, the board is entitled to know
major things going on in school; it's a courtesy the principal owes them and can be included in the principal's
monthly report to the board. Had board members been asked to vote on the selection of a specific publisher,
their involvement would have been inappropriate.

3. O.K. Again, this is important accountability information. It can be hoped the principal put most of this in his or
her written summary report and didn't waste time reading figures or giving a course in tests and measure-
ments.

4. O.K. Right on! You can like or dislike the decision the board made, but it is a clear policy that will give
direction to the principal. Notice that the word "normally" provides room for the principal to use some
discretion in making an exception.

5. O.K., if it simply means creating and financing a position. If it means they wanted the principal to hire this
aide whom they had selected, that's a "NO."

6. "7 If the problem pointed out a need that required a policy solution, the hearing was appropriate for the
board. (Maybe it led to a policy that said, "Teacher breaks will be scheduled in such a way that some faculty
members can be with students when they are outside during lunch.") If the parents had come to complain
that a teacher wasn't keeping control of his students during lunch time, then the board was in error if it did
anything else than refer the parents back to the teacher and principal.

7. O.K. The board might also have selected an open house as an objective for the year and asked the principal
to implement it but it's nice for the staff to know that board members are also willing to pitch in.

8. NO. This is really a regulation. If the board had el policy that said, "Students are to be encouraged to attend
liturgical opportunities in the parish," the principal might make a regulation requiring attendance at this
Mass.

9. O.K. Perfect. Nice going.

10. NO. Too specific. The board might say as a policy, "The school caleidar should take into account the holy
days and otherwise should follow the local public school schedule as closely as possible." However, this
might be an occasion where the board's advice is sought on an item not in their regular "job description."

C. Select one of the two projects in Section C for the group's follow-up study.
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D. if the school is a consolidated school, board members should be asked to read Section D of Lesson 1 before the
meeting.

At the meeting, having dealt with Section B, you may wish to ask the group to address these questions:

1. Does Section D accurately reflect the status of our board? If not, in what ways do we differ?

2. Are the differences clear to everyone (pastors, principal, board members)?

3. Are there any changes in our operation that we should consider in the light of these reflections?

Leader's NotesLesson 2
BOARD POLICY AND ADMINISTRATIVE REGULATION

The purpose of this lesson is to give board members an understanding of the distinction between policy
and regulation as well as some skill in constructing policy.

A. Ask board members to read Section A before the meeting.

B. At the meeting, complete Section B. The '`policy drafts" do not need to be considered in order: you may begin
with anyone you wish. Invite the group to identify the weaknesses in each policy discussed. Then try to rework
the wording to help the draft conform to the definition of a policy (A policy is a guide for discretionary action.) Try
not to allow the discussion to bog down over the potential value of the sample policy to a real school! It's the
concept of policy that you want the group to deal with.

There is not necessarily one "correct" way of wording each of the policy drafts. Here are some comments and a
suggested rewording for each one. This might prove useful in your discussion.

Policy Proposal 1. As it stands, this is a regulation. if the board's purpose is to provide for the security of the
building and the safety of students when they are in the building, the policy might say: "The principal will
inform students and parents of the hours during which the school building is open. For reasons of safety and
security, students are not permitted in the school at other times without the principal's approval or unless
they are accompanied by a member of the school staff or are participating in a school or parish supervised
activity."

Policy Proposal 2. This may be a statement of fact but it doesn't give direction to the principal. Maybe what the
board means to say is, "Corporal punishment will be allowed as long as it is administered in moderation and
for good cause."

Policy Proposal 3. This is the "trick question." Actually it's a perfectly good policy as it stands. You might want to
expand it a bit for clarity:-"Field trips and other uses of community resources are encouraged. The principal
and staff members should be scrupulous about taking precautions for students supervision and safety
when activities take place off of the school grounds."

Policy Proposal 4. The first sentence is a regulation: it is very specific and it leaves no room for the principal's
professional judgment. It might be changed to read, "Faculty meetings are to be held regularly." The second
sentence is satisfactory as a polio) directive.

Policy Proposal 5. This is passable as a policy. It communicates the board's mind and gives general direction to
the school. It leaves room for the administrator to spell out specific programs and regulations. It is weak in its
verbose wording. It mixes rationale and apology with policy direction. Here is a brief statement which
accomplishes the same thing. "The school program should use a variety of resources to reach out to the
indivdual needs of students as far as is practicable. Parent volunteers should be enlisted to assist?
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Terminate the discussion at the end of the time you have budgeted for this exercise.

C. Ask board members to do the "test- contained in Section C at their own leisure.

If you get any challenges to the answers, there are two that are close calls. Number 9 is given as a policy. It
actually leaves little room for the principal's use of discretion, but it is considered a general guideline for
fundraising rather than a specific rule. Number 15, on the other hand, does allow for some discretion but still
comes in as a rule rather than as a general guideline.

Leader's NotesLesson 3
DEVELOPING AN AGENDA FOR THE BOARD MEETING

The purpose of this lesson is to give the group some new insights and skills in building agendas which
better focus meetings and make them more productive.

A. Mk board members to read Section A before the meeting.

Schedule the board's study time at the end of the meeting for this lesson.

B. At the board meeting, give the members a moment to read the introductory paragraphs of section B. Then begin
to build the next meeting's agenda using the steps outlined. Use newsprint or chalkboard to list the ideas offered
in step t. Draw a line through each item identified in step 2. Put parentheses around any item which the group (at
step 3) says should be postponed.

Number the items by the order the group suggests at step 4. Write after each of the numbered items the name of
the person who will be responsible for it. (step 5).

Use a new sheet to list the background information that is asked for at step 6. Add the name of the person who
will get it ready. Add a short note on how it will be sent (e.g., "with agenda.")

Remind the group that this has been an exercise in learning to build more effective agendas and that the
president (or principal, or agenda committee) still has the option of making changes in the group's agenda for
the next meeting. (New needs may arise in the meantime, for example.)

C. Urge the members to read Section C following the meeting.
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Leader's NotesLesson 4
GETTING THINGS DECIDED: THE CONSENSUS PROCESS

The purpose of this lesson is to give members an understanding of decision making by consensus and
how it differs from the use of Robert's Rules of Order.

A. Ask board members to read Section A before the meeting.

Identify one item on the meeting agenda which would lend itself to the consensus decision making process.
Have a proposal ready to serve as a starting point for the discussion. (If you're the cautious type, you might
prepare two items to allow two opportunities for seeing the process in action.)

B. When you get to that item, have board members read Section C. Then deal with the agenda item using the
process. Remember, no motions and no voting. (You may ask for an informal show of hands occasionally if you
need to measure the strength of consensus that seems to be emerging.)

Make sure everyone is heard. If someone has an objection to the proposal, make sure everyone understands
the objection. Ask questions if necessary to clarify the problem.

If the effort at consensus fails, return to Roberts Rules and vote. This too is part of the process; majority rules
when consensus can't be reached.

Take a few minutes to reflect on the experience. Was it useful? Successful? In what ways, if any, did it differ from
the normal pattern of the board's discussions/ In what ways was it more difficult? Did it break down anywhere?
Does the group want to use the concensus process regularly? On sensitive issues? In some modified form?

C. Ask the members to read Section B following the meeting.

ALTERNATE PROCESS

If you feel that the board is not ready te Ca) the Section C exercise after reading Section A. you might wish to use the
assigned meeting time to study Section B together.

The Section C exercise could then be done at the subsequent meeting.

Leader's NotesLesson 5
CHURCH DOCUMENTS ON CATHOLIC EDUCATION

The purpose of this lesson is to familiarize board members with recent significant Church statements on
Catholic education and to identify some of the important concepts in those statements.

A. Ask board members to read Section A prior to the meeting.

B. At the meeting have the members read the Section B paragraphs silently. Then ask them to identify in the
philosophy statement specific influences of Church documents on Catholic education.

C. Select one of the projects from Section C as a follow-up activity for the board. You might consider ordering
copies of the documents ahead of time so that board members could bort ow one to read. An alternate possibility
is to order copies of Teach Them for all your board members, it is very brief-11 pages. Order from: Office of
Publishing Services, U.S.C.C., 1312 Massachusetts Ave., N.W., Washington, D.C. 20005.

Note. If none of the three activities given in Section C is feasible for your board, an alternate section with a "test'
on the documents has been provided. It is selfcorrectinv; answers are given at the end of the test.
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D. !here is a "key" to some of the references in Section D.

Sentence

1. While all of the documents imply that developmerit of faith is the distinctive purpose of the Catholic school, the
General Catechetical Directory (#79), Teach Them (p. 3), The Catholic School (#9) and the NCD (#232) do so
explicitly.

2. The Declaration on Christian Education (#3) makes a point of referring to the responsibility parents have for the
education of their children. Tech Them (p. 7) addresses the importance of parent-school collaboration,

3. The tripartite goal of message, community, and service was clearly mandated in To Teach as Jesus Did (#14)
and reinforced in the NCD (#232).

4. All of the documents speak to the special characteristics of those who teach (or catechize). Lay Catholics in
Schools addresses this extensively. The Catholic School (#43), the NCD (#232), and Teach Them (p. 7)
emphasize the particular responsibilities of Catholic school teachers to witness to faith and to foster commu-
nity.

5., Sand 7. Lay Catholics in Schools speaks to the specific responsibilities teachers have to their students. Teach
Them (p. 7) also calls for a personalized learning environment.

8. To reach as Jesus Did (#7) and the NCD (#232) call upon the school to educate students in social justice.

9. The NCD (#232) calls for an established religion curriculum. The Catholic School (#8) and Teach Them (p. 3)
acknowledge the opportunity and the responsibility the Catholic school has to integrate faith and human
knowledge within the curriculum and to consider academic issues from a religious perspective.

10. The last sentence is a quote from The Catholic School (#7). The NCD (#232) asks that the school work with the
parish(es) in providing for the education of children.

Leader's NotesLesson 6
EVALUATING THE BOARD'S PERFORMANCE

The purpose of this lesson is to provide the board with information and skills to help it in evaluating its
activity as a board.

A. Ask board members to read and complete Section A prior to the meeting.

8. At the meeting, briefly discuss each item in Section B to see if there is a consensus on any (or all!) of the items
regarding the criality of the board's contribution. Use a sheet to record items with a consensus score. Vote and
record the results on items that don't quickly yield consensus. After five or 10 minutes, discontinue the
discussion and move on to the next point below.

Discuss briefly the merits of such an evaluation. ("In what ways do you think a review like this may help us to be
more effective?") Allow about five minutes.

Ask each member to share with the group one of the accomplishments he or she listed in Section A.

C. Ask the members to read and complete Section C. You may wish to provide some agenda time for sharing these
ideas at a subsequent meeting.

The information from the B and C sections may be helpful to the board in setting goals for itself. if in the
discussion (point B, above), the board did not get to very many items, you may want to provide the members with
blank copies of Section B for them to fill in. Collect and tabulate it, and discuss the "evaluation results" as an
agenda item at a future meeting.
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Leader's NotesLesson 7
SETTING GOALS FOR THE BOARD

The purpose of this lesson is to give the members a familiarity with the value, purpose, and process of
formal goal setting.

A. Ask board members to read Section A prior to the meeting.

B. At the meeting, give the group a moment to read the introduction to Section B. Then play the role of facilitatorfor
the practice goal setting session.

1. in front of you is the summary of what we were able to finish at our last planning session. We need now to
move on to what other project(s) we want to adopt to help us accomplish our objective on getting people into
the school. What further ideas would you like to suggest as possibilities?"

2. Write down on newsprint or chalkboard the ideas they suggest. (It's "brainstorming" time. Don't delay to
discuss or critique the ideas; just write them down.) Their list might include things like:

Have a coffee with the principal: "Bring a Friend" (a non-school parent preferably) for coffee, a chat, and a
tour.
Have a party for pre-schoolers. (They'll bring a parent.)
Put school activity displays where people will need to walk past them going to parish functions or to bingo in
the parish hall.
Sponsor a professional day for teachers and invite public school teachers, CCD teachers, and interested
parishioners.
Ask the pastor to schedule some of the smaller parish group meetings in a classroom.

3. When you have a few promising ideas, ask the group to identify which one or ones have the most interesting
potential. Ask the group's help (or at least theirapproval) in wording the ideas as projects in the format given in
Section B.

4. Solicit the name of someone who will be responsible for each project. Remember that person doesn't have to
do the whole project. He or she just needs to assume the responsibility for seeing that it gets done. Ask the
group (or the responsible person) to suggest a date by which it can be done.

5. Add some ideas on how the board might evaluate its success.

6. Stop when time has run out. If there is time to do an "Objective B" proceed in the same fashion. Brainstorm
ideas on how to make the parish aware of the school's quality, select the most promising idea, word it as an
objective, and think about how you might measure its success.

C. Ask the members to make the contacts suggested in Section C.

Note: There are other goal setting formats. One of them is force-field planning. In this approach, the group
identifies a goal and then examines what factors are contributing to its accomplishment and what factors are
hindering it. The planning works toward projects which enhance the helping factors, and projects which
overcome or diminish the hindering factors. This system is described in Pastoral Planning Book by Charles J.
Keating (Paulist Press, 1981).
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Leader's NotesLesson 8
PRINCIPAL, PASTOR, AND BOARD: THE KEY RELATIONSHIPS

e purpose of this lesson is to give board members an understanding of the board's relationship with
thers, especially with the pastor and principal.

A. Ask board members to read Section A before the meeting.

8. At the board meeting, have board members read Section B silently. (As an alternative, you might ask two
members to read the parts.)

Afterthe reading ask the members to help you create on newsprint or chalkboard two lists: one showing signs of
good relationships between the board and the principal 'pastor. and the other listing problems in the relation-
ships.

These are things that might appear on your list of signs of good relationships:

The agenda is being discussed beforehand. The principal has provided the draft.
The Public Relations Committee has responded to the need for a brochure expressed by the principal.
President is holding the principal accountable for the budget.
President and principal are both seraitive to reporting back on how the policy on the playground equipment is
working.
Principal has identified two needs which he is bringing with recommendations to the board (discipline and
insurance).

In the Section B dialogue, here are some signs of poor board relationships. (It happens that the principal is the
villain in most of these; no message intended!)

The agenda itself is prepared in a very weak format. It is unclear what the board is to do with each item; there
are several "reports" which perhaps might be given in writing to save board energy. The principal has poorly
served the board in the agenda format.
The president betrays a lack of loyalty to the pastor in the remark about opening prayer.
A'parently the board adopted a policy on admissions without adequate communications with the pastor.

her the principal nor the board president took initiative in getting a prayer planned.
The principal did not take initiative to help produce and distribute the minutes.
The Student Welfare Committee and the Home School liaison didn't get any help from the principal nor did the
president contact them for accountability.
The principal was imprudent and disloyal in discussing Mrs. Goggin.
The budget was not followed by the principal.
The principal does not provide the board president with sufficient information about the content of the
principal's report. This may hinder the progress and ultimate effectiveness of the board meeting.
The principal discontinued a major program (hot lunch) without consulting the boardor even notifying them!
(The president found out from another parent.)
The board president should not expect the principal to permit the board to discuss complaints about individual
teachers. (Parents should take such complaints directly to the principal) Likewise, the principal should not
leave the board president with the impression that it is "fine" for the board to discuss Mrs. Spencer's complaint
at the meeting.

As time allows, discuss the two lists. Are there parallels in your own board's relationships with the principal and
pastor?

51
48



C. Ask board members to read Section C after the meeting.

Food for Thought (optional). This series contains a lesson on developing agendas. If your board has studied that
lesson, you might ask them to do this activity. Rewrite the agenda in Part B of this lesson according to the format
presented in the lesson on developing agendas. If the principal had come to his meeting with the board president
with an agenda prepared according to this format, how might their meeting have been different? In what ways would
regular use of that format °)r writing agendas contribute toward the building of a positive relationship between the
principal and the board?

49 52



WSW

National Catholic Educational Association (NCEA)
National Association of Boards of Education (NABE)

Copies of this publication may be obtained from
NCEA Publication Sales

Suite 100, 1077 30th Street, N.W.
Washington, D.C. 20007

(202) 293.5954

Price: $5.00

All orders less than $25.00 must be prepaid.
NCEA members may deduct 10% for any prepaid order.


