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TAMMIE KNIGHTS:

Good afternoon, everyone. Thank you for being
patient and being ready to join us for this webinar. My
name is Tammie Knights from the National Charter
School Resource Center, and I'm pleased to welcome
you to the webinar on board governance, strengthen
your board by fixing your board meetings.

The Resource Center is funded by the

U.S. Department of Education’s Charter School
Program and serves as a national center to provide
resources, information, and technical assistance to
the [00:00:29 inaudible] of successful planning,
authorizing, implementation, and sustainability of
high-quality charter schools, to share evaluations on
the effects of charter schools and to disseminate
information about successful practices in charter
schools.

| want to quickly remind you about our webinar
platform for our returners or our first-time users. You
can listen to the audio portion either through your
computer or over the phone, and if you are not
prompted to enter your phone number, please dial the
number that is listed at the top of the chat or in the
participant notes.
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The National Charter School Resource Center is funded by the U.S. Department of Education’s Office
of Innovation and Improvement and administered by American Institutes for Research, under contract

About the Resource Center

The U.S. Department of Educationis committed
to promoting effective practices, providing technical
assistance, and disseminating the resources critical
to ensuring the success ofcharter schools across
the country. To that end, the Education Department,
under a contract with American Institutes for
Research, has developedthe National Charter
SchoolResource Center.
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For any questions you have, please enter them in the
chat throughout the webinar. In the chat, right below
the chat, you should find a file share where we have a
PDF file titled “Open Meeting Law.” It is a resource
that Marci will be talking about later that you can
download at your leisure.

As a reminder, the webinar is being recorded, so to
ensure audio quality, we have muted all the
participants, and when we get time, we can either go
through the chat to ask questions and | will facilitate oyl Comell-Feist
them to Marci, or you can unmute yourself at that The bk Bar

time. As I've mentioned today, you will be hearing
from Marci Cornell-Feist, who is the founder and chief
executive officer (CEO) of The High Bar.

Fresarter

Slide 4
She is a nationally recognized expert on charter A
school governance and the author of The Charter HIGH BAR
School Trustees Guide and numerous articles, T
including two issue briefs for the National Association R our Board Mssfings, & rengthen vour

Board

of Charter School Authorizers. So with that said, | will
turn it over to Marci.

Slide 5
MARCI CORNELL-FEIST:
Okay, thanks, Tammie. Thanks for having me. Justto Vi atwers gomg o 0 over
make sure everybody’s in the right place, this is Fix o ereatons e 200e chea s e bt
Your Board Meetings, Strengthen Your Board. pesknm et neeiy
And a little bit about what we’re going to cover; we are feurisuonas
going to cover observations from 200-plus charter T

school boards, what makes a good board meeting, o

what common problems they have, then how to avoid e —
having those, and if you have them, how to fix them. Slide 6

We’'re going to specifically talk about what'’s the

preparation for an effective meeting, roles and

responsibilities, what should the CEO or your school

leader be doing at the board meeting, and then
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preparation—what should the board chair do, what
about committee chairs, and then board members.
Then, we'll talk about members of the public as well.

We’'ll get into board meeting agendas, reports, and
minutes. I'll give you as many practical tips as | can. If
we have time, we’ll do some little mini case studies,
which | call real-life scenarios, and if we don’t have
enough time at the end, | will leave you with those
and you can do them at your leisure. I'll definitely
make sure there’s time for Q&A.

So, a few notes before we dive in. For me, and I'm H' A FEW NOTES BEFORE WE DIVE IN
sure for all of you, you're here in the middle of a busy R

day. It's all about the kids, and | run around the " lam garg ko rladake aweryghbar The shilens
country and train charter school boards specifically ¢ Teminckay:

and have been doing that for 16 years.

Vol can 1nd il pra wntatonat
W Opges. EAck e |k hbarcom NGRSk |

| just always like to say the caveat at the beginning, .

that it really is all about the kids. In this presentation, B —
we’re going to spend most of our time talking about Slide 7

minutes and open meeting law and agendas and all

kinds of—maybe we’ll get into a little bit about bylaws.

Somebody asked a question in advance about
bylaws. We’'ll talk about all this kind of minutiae and
probably forget to talk about the kids enough. In my
mind, there is—and [in] practical experience—a direct
correlation between a great public school and a great
board. So, the whole reason for all of this is for the
kids.

| also tend to articulate a very high bar. | named my
company The High Bar because | think the kids in
your charter school deserve nothing short of
excellence. There hasn’t really been much of an
excellence bar on governance. It's sort of we show
up, we have a board, it exists, and that’s good
enough. In my mind, that’s not good enough. A board
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should be continually getting better and better at [its]
game.

A little bit about terminology before we dive in; | use
the term CEO to denote the person at the very top of
the [organizational] chart who reports directly to the
board. So in many cases, you call it the school leader.
It could be your principal, [or] it could be an executive
director, so when | say CEO in these slides, just
substitute in your mind whatever that top person is.
That's part of that.

The presentation is here at this link
[http://www.charterschoolcenter.org/webinar/fix-your-
board-meetings-strengthen-your-boards)]; [it is] this
whole PowerPoint I'm going to take you through, and |
think Tammie will put the link somewhere where you
can cut and paste from it as well. We’ll make sure that
you have these slides afterward.

One more thing before | dive in—just a little bit about i

my background. As | said, I've been working with

charter boards specifically for 16 years. | don't have e

all the answers, but | have worked with hundreds and neftective?

hundreds of boards, and many of them over the life

span of their charters. [There are] some | worked with

when they were in the charter application phase and o

now they’re 15 years old. T E——
Slide 8

| don't have all the answers, but I've seen everything

tried. I've worked in most states and under very

different charter laws, and so what I'm sharing with

you today is just the best practice about what I've

seen work. And we’ll take it away.

| think just in essence of time and because there’s so
many people on the call, I'm going to try and get
through the bulk of the presentation. As Tammie said,
you can type in questions along the way, and she’ll
field those for me. If there are specific questions
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about a slide, or kind of an issue, or something that |
misstated, or you're confused, I'll stop and answer
there.

If there are more general questions, I'll stop and do it
at the end. I'm going to try and leave at least 15,
maybe 20 minutes of time at the end for Q&A, so that
way, people who need to jump off can jump off, and
those who want to stay [can] for that. Some of you
submitted questions in advance, which | appreciate.

Some | will leave in the answers as | go through this,
and some I'll save my answers for the end.

So, anyway, | go all over the country. | probably have
attended more charter school board meetings than
almost anybody on the planet. They’re really
ineffective, and one of the things that really strikes me
is they're so ineffective, yet usually the people in the
room are really great, brilliant people, great school
leaders, great board members.

Somehow, when you get these people together, the
actual work product isn’t very good. I've been thinking
a lot about why board meetings are so ineffective, and
| think there’s two parts to this, the ineffectiveness.

One has to do with what the board is doing, and one

has to do with what the school leader is doing. I'll take
you through this a little bit.
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Why are board meetings effective? | think it should be g ., .re sosromesTine s merrecTiver

a partnership between the board and the CEO, and E_’”ﬂ*‘:_”; et ettt e seppered o
boards contribute a lot to ineffectiveness.  Thes dord e * el con werk ™.

oy ane o e ety ks i ot emere
Often boards are just unclear about what they’re im0t macd e 4 et
supposed to do. They show up at the board meeting, e akak
but they’re not exactly sure what is their role, where (e boand does "°"“":* " “_““'*"""‘”"'
does their role stop, and [what] the leaders take on. T EE——

Often, boards just don’t have their own work. They Slide 9

show up and react to things that the school leader or
the CEO puts in front of them, and they don’t have
work that’s their own, that they should be doing in
between meetings.

Often, there are no consequences if they don’t do the
work. | mean many, many meetings that | go to ]
board members are enthusiastic. They really care.
They agree to things, and then they leave the board
meeting and go off on their very busy lives, and, I'm
very empathetic that you're volunteers, and the work
just doesn’t get done, and they come back the next
week and the next month and the school leader’s
frustrated.

People often use the “we’re only volunteers” thing as
an excuse for poor performance, and I'm very
empathetic that the paradigm we’re working under is
a group of busy volunteers running what'’s often a
multimillion dollar public enterprise. But that's what
you sign up for, and we really, really need your
volunteer efforts. So, it just has to be a manageable
amount of work, and it has to get done.

On the flip side, | think what’s often being asked of
volunteer board members is unrealistic. In the
founding phase, people roll up their sleeves, and they
do just anything and everything to get the school
open, which is fantastic. Sustaining that expectation
when your school is seven, eight, nine, [and] 15 years
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old [is] just unrealistic, and so we need to create a job
for board members that’s possible.

Often a board just doesn’t have good time
management. Again, | think a lot of it has to do with
the founding nature, [the] startup nature of a charter
school. In the beginning, it's a group of people sitting
around a kitchen table talking the whole thing through,
dreaming the dream, and there is just a lot of deep
conversation that needs to happen.

Over time, the board and the board meetings,
particularly, need to evolve into what some people
would call more of a corporate or a more structured
environment. I'm going to take you through what that
looks like.

Then, advanced materials don’t guide the board to be
strategic. Oftentimes, there isn’t enough stuff sent out
in advance for people to really focus on the topics at
hand when they come to the meeting, or materials are
sent out in advance but it's unclear what to do with
them.

Then, the last piece that | think the board often
contributes to having board meetings be ineffective is
that the board just doesn’t have the right leadership. |
think the board chair really needs to be great at group
facilitation skills. Often, we don’t screen people for
that when we ask them to be chair. I'll talk about that
later [in] the presentation.
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On the CEO—or your school leader, executive H' WY ARE BOARD MEETINGS INEFFECTIVE?

director, [or] whoever’s at the top of your org chart—I ceo
think they do things inadvertently, often to lead to 7 The GO does alhe vercand allhe falno
ineffective board meetings. Often they do all the work ? ne CE does notknow how to harmess the energy and

and all the talking, and that makes sense to me
because many of the CEO school leaders were the
lead founder of the school. It was their idea, they
brought the original board together, and at first
everybody really was just reacting to that person.

» The CEO does not have time to develop and motivate
the board.

Slide 10

Over time, the work really needs to get shared to
make the meetings effective. Often the CEO just
doesn’t know how to harness the energy and the
talent of the board. | work with school leaders, very
few of whom have ever worked with a board before.
Most of them come from public schools. Occasionally,
I’ll work with someone who ran a private school and
reported to a board or a retired school superintendent
who reported to a board, but very often, the person
who’s running your school just hasn’t worked the
board [and] doesn’t know how to harness the energy
and talent of the board.

Then, often, the other piece is that they don’t have
time to develop and motivate the board, | used to run
a nonprofit. When | took on the job, my job description
spelled out [that] 30 percent or 40 percent of my time
was supposed to be focused on making my board
successful, helping them with fund-raising, [and]
helping them govern our large organization.

| knew that was part of my job. Most school leaders,
CEOs, [or] executive directors [who] start a charter
school or come to a charter school, they didn’t really
even think about that as part of their job. Very few
charter school leader job descriptions that | looked at
actually have a line item that they’re supposed to be
helping the board be effective.
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Those are two reasons why | think often the meetings
are ineffective. The other piece is just that people
don’t often think about the components. I’'m going to
walk you through what the key components are of an
effective board meeting, and then I'll talk about each
one in detail.

[Looking at the] big picture, | think the key
components are [as follows]:

Now, we’ll go through each one and give you a little of

Compliance with the open meeting law if your
state has it—most states do

A good agenda-setting process

An advanced board packet that has all the
information people need

The meetings should be well facilitated

The meetings should focus on the most
important strategic issues facing the school or
the organization

You have to take good minutes
At the end, you should evaluate the meeting

my 2 cents and some tips to help make it better.

National Charter School Resource Center

i

KEY COMFOMENTS OF
EFFECTME MEETINGS

Slide 11

H Kay componants of e T el Doard m & tng s :

+ Complance wih OpenMee g Law
¢ Alerda e irg

v Advareced Board Packel

o Mee g 13 owell wdliskd

+ Mee g Tooues on e mosl Imporianl, 5 kakglc
lr s tacig e sdwdl

+ Miraks o laken
+ T mee irg 13 evaluakad

Slide 12

"

OFPEM MEETIMGS Lot

Slide 13
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[Regarding] open meeting law, most charter boards i open Hesting Law
are a bit fuzzy on the interpretation of the open
meetings law. The most important thing to understand

+ Mosl charkr school boards are abll ey on e
Inkerpre akon of Fe O penMee g Law.

+ Ths moetimps rkant fing 5% und srebind tis

[is] the intent of the law, but [you should] not to be dond wompsegvg ottt
paralyzed from doing good work because of it. When | ' hanging s pecple need petoile varing

arknialon o be OpenMes s Law.

say the open meeting laws, some people call it the

Sunshine Law or the Sunshine Act open meeting law. o

Most states do have the requirements for some kind
of open meeting law. Slide 14

The other piece is that your board’s composition is
constantly changing, and people need periodic
training and orientation on the open meeting law. Very
often, the founding board will, through the charter
application phase and in the first year of the school,
be very conscious of the open meeting law and be
very in compliance.

They forget that over time, the composition of the
board is rotating and changing, and people just need
refreshers. The law also changes.

My home state is Massachusetts, and our open i cpen Mesting Law

meeting law just changed. | think it’s the first change, e 1ot e L ol P el sees b b

really, the [first] substantive change in our open hemirg cpem boveslmd diicd lcorersabons
oLl b pub lchea e lough qoes lons ol are arkng

meeting law in 30 years. So people could get pretty ard se e hemd cholczs youare maing s a charker

pohod board .

comfortable that they know the law. + e mere we @l ulers v aboulwhall ke 1o

deluer excep bonal public educalon Fe be ler off we
wil be 2l chrerdrg a publccharker school board In
aclon b an excellknl way ko educa ke Inkmes kd
members oThe publlc,

The spirit of the law is that the public sees the board _—
doing its work in public. You shouldn’t stop that from T —
letting you have open, honest, and difficult Slide 15
conversations.

| think it's really important that the public hears the
tough questions you’re asking and sees the hard
choices you’re making as a charter school board.

| also think the more that we’re transparent about how

hard it is to deliver exceptional public education, the
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better off we’ll be. Watching a charter school board in
action is an excellent way to educate people. | have
often had clients and charter schools in general call
me and say, “Oh, we have this really thorny thing
that’s happening, like our lease is suddenly up
unexpectedly. There’s been a change in our lease on
our facility, and we have no idea where we’re going to
move. And so we don’t want to talk about that in
public because it might alarm people.”

| think that, you know, and then there [are] ways to
talk about it, but | think going behind closed doors and
being secretive never really helps. The more you can
do your work in public, the better off you'll be, so
you've got to understand how to comply with the open
meeting law.

| created a little open meeting law pop quiz, a quiz s
that you can see. It’s over here. I’'m not sure you can
see my mouse. Over there on the far left-hand lower
corner where it says “file share,” | put this PDF there
that’s an open meeting law pop quiz. You could
download that, take it, and see if you are in
compliance with your open meeting law.

Take O Open Mesting Law Quiz

Slide 16
You can also use the quiz with the rest of your board.
| know many of you came, one or two of you, [are]
there on the call, and you want to go back and take
some of this knowledge to share with folks; so, in
addition to sharing the PowerPoint, you could start
with that open meeting quiz.
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So, how often should we meet? That’s a really i
common question that | get.

HOW OFT EN SHOULD “WE M EET™

Slide 17
| do think that a charter school board, particularly in its  yf* wew ot shou a sharter senaol boars
m a& 1y

first five years, should meet once a month or at a o e st boant par Kty I 451 e years

- . shouk mee | once amonhy, of al amivknun, 10 imesa
minimum 10 times a year. That seems to be the norm. sea.

. . . o e e 5l pre-operiog pheas e, 1 may be

Some states are now putting in their laws a receszay o mee e eachmanh bere here e
requirement or authorizers are making a requirement e b sl hen, v urkess bere 1 il

P e amonih.

about the number of times you should meet per year,

and that varies a lot state to state, but kind of my e
good rule of thumb is there is just plenty to do, and Slide 18
some kind of meeting at least 10 times a year seems

to make sense.

During this startup or pre-opening phase, it’s often
necessary for people that meet twice a month before
there’s paid staff; there’s just a lot to do. | do think
once the school’s open, unless there’s really an
unusual situation, the board probably should meet just
once a month. If you feel like you really need every
month to meet twice a month, you’re probably taking
on too much or not working on the most strategic
things.

| often hear, though, that people say, “Well, our board — #* .. membersars oo busy © mes tmontuy

members are just too busy to meet monthly.” | think Sea Fradiee T

. . . . . » Mary dve Bropchool boerd s base s bl ey once a
that is true. | think that meeting monthly is time el ety Mot b ietbers e by
consuming, and board members are really busy. | VI A NI D K ST SEmiinenti
really do encourage you to find people who can make E’kﬁ&?ﬁé&?*&%%ﬁ?ﬁ:ﬁﬁﬁ

. . . . . ¥ STrere ae Il'ﬂ'(l'_ .Ll.:.“':'\tl?i 1=l
the kind of commitment you need. Ultimately, it is the e totetl Ty e ot oy
board that’s accountable to the authorizer. It's the
board that holds the charter. T —

Slide 19
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If you meet, you know, once a month, 12 times a year
for no more than two hours, you know, that’s only 24
hours to govern what’s probably a multimillion dollar
business. So, it really does take people in the room
tackling kind of complex issues to really govern well.
So, | think it's good to be up front when you're trying
to recruit people about what kind of commitment this
kind of board is.

You often will find people that have served on other
boards, but maybe they only meet quarterly. So you
just need to be clear about the time commitment.

[Regarding the] board meeting agenda, who sets the

agenda, when is the agenda set, and what does it

look like? So I'm just going to walk you through a few

things here, and some other resources. | did actually BOARD MEETING AGENDA
write a book about board meetings. There’s a—that

picture there with the penguins is the cover of the

book.

5 T High Ser L0 T3 M g Remeves. Semrited winpsmimon
g * (379 772437 » merag oo zam

Slide 20

| took all these questions that | get asked all the time
about board meetings. It’s a little guide and it’s just R

Q&A, so I'm giving you the highlights of the book and e B Gs
this. If you want to go in more depth, feel free to go on

our website and grab a copy of the book.

BOARD MEETING AGENDAS

i

We also built something called Board on Track, which
helps people do the things—I know the things I'm
about to tell you to do seem to be a lot, and so we're Slide 21
trying to, at The High Bar, to build you tools. It's one

thing to tell you in training sessions like this, “You

should go on and do all these things,” but then you

need tools to actually execute on it.
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So the board meeting agenda, so who sets the f’; e e e g
agenda? | think first my ideal is that the board chair B

I.bmh-ll. -

and the CEO, school leader, [or] executive director— mm——

whatever, you know, the title that you use for the top Brmim

of your [organizational] chart—the board chair and o o

that school leader actually set the agenda together. e m

You carefully plan it. You have no more than two waam

hours, and you really think about how much time it's —_— -

going to take. | like an agenda that looks like this. This Slide 22

is something that—this is what it looks like in our
Board on Track.

Many people write an agenda that has the same
items over and over again. It says, “Finance
committee report, governance committee report, fund-
raising committee report,” that kind of thing. |
challenge you not to have the same exact agenda
month over month but [to] put the most strategic
issues on the agenda.

If the governance committee is off recruiting board
members and there’s a report but there’s no action
being taken from it, [then] send that out in advance.
You don’t have to talk about the reports. So, | think
you should have the clear action items, what are the
most important things.

You should definitely include a purpose—so is this
something that you're going to vote on? If 'm a
trustee and | have limited time, I'll stop and read the
things that we’re going to vote on first, right? If it's just
an FYI [for your information], an interesting article
about something that relates to our school, maybe 'l
put that aside and read that at another time.

Whether it's for discussion, whether it’s just an FYI, or
whether it's a vote, | would definitely put the name of
who'’s presenting. Often people leave that out, and
then you waste valuable time because you come to

National Charter School Resource Center Fix Your Board Meetings, Strengthen Your Boards—14



the meeting and people are unclear—“Oh, | thought
you were [presenting]’ [or] “Oh, | thought | was
presenting.”

So, clear that up. The other big piece people miss is
setting time. So, | would really think, is this a 15-
minute discussion, or is this a 20-minute discussion?
Is this supposed to be a three-minute discussion? It
helps you if you're the board chair or school leader
keep the meeting running on time. It also helps your
participants know, “Oh, wow, | have all these
guestions, but they only thought it was a five-minute
conversation. Maybe | should hold some questions
and talk about it offline.”

So, in addition to the agenda, | think you should really 4
send out an advanced board meeting packet. And so
ideally, in the packet, you would have all the materials
that people need to read. You would have agreement
from your board that people would read it in advance

and come ready to discuss the most strategic issues.

BOARD MEETING MATERIALS

H Eoard Maetng Materals Sent Sutlin Adwanos
v Board mee g packe | —. 5
- Whalls i &= E—
=Wrendoesllgoon — = L _ b
— I prepare s 117 - = e
ey -

e L A

Slides 23 and 24
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I'm sorry. It's maybe a little hard to see on the screen. g gam pln Agenda Ham Cover Bhaa
It's a little fuzzy on mine, anyway, but this is an
example of an agenda item cover sheet. Over on the
far left of your screen, Tammie’s putting the link to the
PowerPoint so you'll be able to read it. You can click
that link and download the PowerPoint, and you'll be e
able to read this a lot clearer.

One of the huge kinds of basic improvements I've Slide 25

seen is anything that you send out that’s part of your
board meeting for people to prepare with, it should
have a cover sheet on it. It should say whether it’s for
your information or it's something that we're
recommending for a vote, [and] you should give the
background and then your recommendation. So, for
example, maybe you’re on the governance committee
and you’re getting frustrated because you’re working
really hard to recruit new trustees. But any time you
bring someone forward to your board, they ask a lot of
questions, and you feel like they’re undoing all the
good work that your committee is doing. So, you
could spell out here, “Attached is the resume for John
Rogers, and we would like to nominate him.” And [you
could] say that, “Remember, our policy is that before
we nominate a candidate, they meet with three
trustees, they take a tour of the school and meet our
school leader, they read our charter application, [and]
they attend a board meeting. This person has done all
those things. We’ve checked references. We've done
all these things. “Therefore”—at the bottom, you put—
“our recommendation is that we’d like to nominate
him.” So, in case someone missed the last board
meeting, if they have a cover sheet, it reminds them
about how much work has already gone in before
you’re asking them to vote and it helps stop undoing
the work of the committee.
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[Regarding] board meeting facilitation, | think that’s i
the key. Ideally, your chair of your board is chosen to

be chair because [he or she is] really good at group
facilitation. That’s not often the case, but if it is, ideally
you will have someone that that’s what they like. They

like speaking last and facilitating the rest of the group.

EOARD MEETIMNG FACILITATION

Slide 26

You should use the agenda and follow it. If the board i B0 ard Mestng Faoilitaton

chair and school leader put a lot of time into creating I

the agenda, then you shouldn’t just throw it out the T e o aptees

window and let the first item of business that was E.EF..E.T. o

supposed to take five minutes all of a sudden take 35 Reke aer siatmember:

[minutes].

ldeally, there’s no surprises. You should talk about —
Slide 27

things in advance. If someone wants something on
the agenda, they should bring it up and kind of no
“gotcha” at the meetings. Their school leader/CEO
should do some of the talking, as I've said, but not all
the talking. Then, committees should present when
strategic, and you should have a policy about how the
public is participating in the board meeting.

Some open meeting laws say the public has to do
certain things. For example, in the Louisiana law, its
open meeting law, it says that before a board votes
on any item, the public gets to weigh in on that. Here
in my home state of Massachusetts, the law says you
just have to give an opportunity for people to request
to get on the agenda. You don’t have to have an open
mic kind of session. So, you should check your law
and see how that relates to you. Each law is a little bit
different.
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Meeting minutes is a place where | see people often i
need some help. So, the two big things | want you to
remember are that meeting minutes are a formal
recording of transactions that happen at a particular

place in time. The minutes are a record of what was

done at the meeting, not what was said.

MEET MG MIMLT ES

Slide 28

So, if you voted to approve a particular contractor to i R
build out the handicapped-accessible bathroom you
need to build, you don’t need to say, “So-and-so liked
this person,” and then, “So-and-so didn’t like that, and "
this person felt this, and this person felt that.” You just ==
need to say, “The board voted to approve XYZ R L1
contractor to do this project.” o

+ MeeIrng miruks are avormal reconding of kans ackons
Falhappered alapaloda bne ard plae.

+ Miraikes are arecon ofwhal war done al e mee g,
rol whaal was sakl by members .

Bkl
TR

It shouldn’t read like a transcript. It's really a record of Slide 29

what was done, [of] the transactions that were taken.

This is our kind of model minutes that comes out of O XTSp— pp—

our Board on Track system. You can see it's very e

brief—the simpler, the better. e o M s

So, you want to just keep it just quite simple. If you go __“’,:_:‘__"—:’._._

on our website, we also have more detailed examples oo AT

about other examples from other sets of minutes that —

you can look at more carefully than what you can e o—
Slide 30

probably see on this slide.
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A few tips here to be effective: Ideally, you should link
every single item to an annual goal. If you’re putting
things on your agenda that don’t link to goals that the
board has, | guess | would ask why is that getting on
the agenda? Is that more an FYI kind of situation?

A lot of boards tell me that they have a really hard
time starting and ending on time. One thing that
sounds kind of basic but [that] | find quite effective is
to use a time keeper and a stopwatch in addition to
the chair. It's very, very hard for the chair to be the
group facilitator, and try and let everybody weigh in,
and guide the conversation, and be the timekeeper.

So, very often I've found that chairs just can’t do both.
So—and a lot of the boards | work with—we rotate
around. Each month, someone different on the board
is the timekeeper, and most of us have smartphones
that actually have stopwatches built in.

In the old days, | used to use—like I'd give people a
real stopwatch. If something’s supposed to be five
minutes, have your timekeeper, and then start the
clock, and then give everybody a one-minute warning
or a two-minute warning when it's time to wind down.

| find just a little bit of that a few months in a row helps
a lot. The other really simple tip is to evaluate the
board meeting. Then, most people say, “Oh, we have
too much to do already at the board meeting. We
could never evaluate the board meeting.”

It's a very simple one, really. You can do this in one or
two minutes; [it] is a plus-minus-delta. So, [for
example,] plus, what was good about the meeting;
minus, what was bad about the meeting; and delta,
what you would change about the meeting? | would
simply have the chair or the chair of the governance
committee go around and ask everybody who is on

National Charter School Resource Center
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the board to weigh in.

And say plus, what was good, you know; minus, what
was bad; and delta, what would you change? The
reality is that you all go out in the parking lot and you
do that anyway. The more you could do it in front of
each other and share that feedback, [the more] it will
help you improve your group dynamics in the board

meeting.

[Another] tip is just sending out the advanced board i BOARD MEETINGS
meeting packet. People ask me about when to do e

that, so it would be nice to send it out a whole week in . S culan auanced baan mee Irg packe |
advance. | find that most boards that | work with, if Oy dircuss e shakgl

they’re meeting monthly, that's pretty ambitious, but at
least 48 [or] 72 hours in advance.

+ Do pvsl stk alcaly bawe eads commilie s reporl ol

+ Tl borg-wirdled CED reporks

I've have a discussion with the school staff [who are] —
probably pulling the materials together and the board, Slide 33

and just talk about what'’s realistic. Definitely, though,

if you’re going to have an agreement that people read

the materials in advance and not read them at the

meeting, you've got to get them out a few days in

advance at least.

So, I would make a pact to figure out what works for
you. And | would try to only discuss the strategics. If
it's something that already happened in the past, if it's
reporting on the past, it probably should just be in a
report. Your board meeting time really should be
thinking about the future, so really think about that.

| already mentioned [that you] don’t automatically
have a committee report out. If it's something people
can read, you could just have two minutes on the
agenda. “We’ve sent the report out, [and] we feel like
it's self-explanatory—any questions?” .

Here at The High Bar, we have about 100 boards that
are High Bar members, and they buy a membership
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and they use our online platform and get coaching.
We have cool analytics on the system, and we can
look at the board meetings month over month.
Typically, it's the CEO report that’s supposed to be 10
minutes that goes for 35.

And so when our members come to us and say
they’re having a hard time staying on track, we can do
these analytics on their system and typically, if it's a
CEO report that takes a long time.

This is a little guide for you to think about the board ' BOARD MEETNGS: PREF CYCLE

meeting prep cycle. Most prep cycles are sort of—if VHEN VHAT

you're meeting monthly—sort of that week or 10 days -

before the board meeting, somebody that’s usually on ErT

the staff says, “Oh, my golly, the board meeting’s S

coming.” There’s just a mad scramble and there’s all e

these e-mails and there’s documents flying in e-mails, —

and it's a scramble every month. R ———~
Slide 34

So what I find is much more effective for everybody is
if you could just chip away, just, you know, 15 minutes
a week, every week, you’ll be much better off. Things
will start getting more strategic. They won'’t always
feel like a firefight and so frantic.

So, ideally, the day after the board meeting, the board
chair and the CEO would debrief and pencil in an
agenda for the next meeting. When you walk out the
door of your meeting, you know what you’ve covered,
where—how far the discussion’s got. If you voted on
the stuff you’re supposed to vote on or [if] the votes
got postponed because there was additional research
or discussion that needed to happen, so really when
you walk out the door of one board meeting, you
almost know what your draft agenda should be for the
next meeting.

Sure, there’s often breaking news, but once you’re out
of the startup mode, you shouldn’t always be in crisis
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mode so you have to kind of ditch your well-thought-
out agenda in advance. So, ideally, the board chair
and CEO would debrief quickly after the meeting.
They’d pencil in a draft agenda for the next meeting.

Then, | would send that draft agenda out to the
committee chairs or the full board. | prefer the full
board, but some people like just going to committee
chairs. It kind of depends. I'd send it to people early
on and say, “Based on, you know, our conversations
at the board meeting two days ago, this is what we
think the next board meeting should look like. What
do you think?”

Then, you'll get feedback. Someone will say, “I'm not
ready to present,” or, “You have me down for 10
minutes. | need 25.” And you just kind of work all that
out. You incorporate the comments into the agenda,
and finalize it ideally three weeks out.

You'd send that out to everybody and say, “Hey,
based on our conversations, this is the final agenda.”
That way, committees can prepare their reports or
their presentations and things like that. Then, ideally,
the week before the board meeting, the committees
finalized those reports, the cover sheet | showed you,
and an advanced packet goes out. That week of the
meeting, the full board can read [its] materials and
really come to the meeting prepared to discuss the
strategic.

Just chipping away a little bit like week over week

helps you really improve your game. So, hopefully,
that’s something you can use.

National Charter School Resource Center Fix Your Board Meetings, Strengthen Your Boards—22



A few other tips here. | like the CEO to report out on i Bnard Mesting Tips
measurable goals, and again, if a couple of you came
late, the CEO means the head of your [organizational]
chart, so sometimes people call it the CEO,
sometimes it’s the executive director, [or] school Fuerauna v
leader. Instead of a long-winded report, “We went to b

the aquarium and then we had a parents’ night and

we did this and we did that,” which is all great and e —————————
really exciting, and that’s kind of the fun stuff.

CEC Reports on Measursable Goals

GO

| do like the CEO and the board to agree on
measurable organizational goals for the year and then
report on it month over month over month. This is a
very simplified version. Most of the school leaders we
work with, you know, have 15 or 20 metric goals and
metrics, so | just oversimplified it so you could read it
on the slide. [Regarding] student enrollment, we’re
going to have 320 students by March 30 here,
[regarding] fundraising, we’re going to get $50,000
from foundations by May, and [regarding] teacher
retention, 95 percent of those invited to return sign
their letters.

Then, the G, Y, and R are green, yellow, and red. And
you just check off the box, whether it's on green, and
if it's on green, we probably don’t need to stop and
talk about it. If it is yellow or red, you probably should
stop and talk about it—that’s a little tip.

| think the board should do the same thing. Again, it's Eomrd Mesting Tips
a partnership, so | think the CEO should have [his or
her] goals and then the board should also have [its] i .
goals. Board committees have very specific goals, w - ——
and have those report back. For example, we’re going
to expand the board by four trustees with the
prioritized skills of fund-raising, HR [human
resources], and finance by May 15. Slide 36
It's on green—great! Our committee doesn’t need to

report. The fund-raising, 100 percent participation by

EBoard Comm Itk e s Reporton Measureable
zoals

National Charter School Resource Center Fix Your Board Meetings, Strengthen Your Boards—23



the board by June 30, it's on yellow. We should
probably stop and have the development committee
tell us what’s going on. So, again, [these are] just
some sample tips.

If you have the same chart month over month, it really
helps you see the progress of the board.

Then the last tip that | have here, some of this is sort §  Strategic Not Readive: Creating the

Future
of aspirational, but | really do think you should think frmet RN i
about your board being strategic, not reactive, and 5 0% 0%
. . ] 20% 0%
[think about] creating the future. 3 B0 % a0
2 0% B0%
1 0% 0%

| think the nature of charter schools is that we’re

startups, and, you know, even the oldest ones are 16 r—

[or] 17 years old; that’s not very old. In startups, all T
you do is just get the thing off the ground, and you put

out fires. But | find that many schools have a hard

time getting out of that reactive mode.

| think just schools as organizations are very reactive
places. So, if you start at the bottom of this slide, and
this is the number, the number on the far left is years
old. So, in Year 1, ideally 20 percent of the board’s
time is about creating the future. Eighty percent is
reacting to here and now; [it is] just the oversight of
right now.

Ideally, as a school gets two years, it changes from
40 percent to 60 [percent], and you can see all the
way up to when you’re five years old, 90 percent of
your time is not talking about this month, or last
month, or even the month that’s you know, right
now—we wouldn't be talking about March. We'd be
talking about where do we want to be in September?
Where do we want to be by June 2015?

Are we going to ever get into our permanent home?
Are we going to build—can we build—a reserve fund
SO we can keep increasing teachers’ salaries or
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whatever kind of future things, and [can we] lessen
the oversight of here and now; meaning, by the time
you’re five years old, if you have five years of budgets
to actuals, you shouldn’t have to—you should
definitely be looking at your monthly financials and
keeping track of them. You don’t have to look at them
with such a very careful microscope because you'll
have a lot to compare it to. You’ll know when it’s time
to push the panic button, whereas in Year 1, when
you’re running your budget for the first time, maybe
you’ve copied from some other charter school, but
you’re not really sure how much it’s going to cost to
heat the building in the winter or how much to air-
condition in the summer. You don’t really know how
good your budget is.

By the time you're five years old, you should have
kind of the specifics down. So, that’s some
recommendation. Again, this is aspirational, but it's a
little bit of an attempt to think about shifting from
reactive.

A little tip for you is that if you want to know, if you're
looking at this, thinking about it, how reactive are we
as a board, you could take your past four or five
months of agendas or minutes, and you could take
the agenda and just write next to the agenda item, “Is
this reactive or is this strategic?” You could quickly
look at a few months in a row of agendas, and you
could figure out what percentage of your time when
you're in the board meeting are you spending reacting
versus being strategic.

You could have that conversation about that, and say,
“Okay. If we're 20 percent on the strategic now, what
would it take to get to get to 40 percent?” and just
start shifting your work that way.
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Before | dive into the real-life scenarios, do people
have questions that you want to type in, or Tammie,
have you been fielding any questions you'd like me to
answer?

TAMMIE KNIGHTS: | think we could go, Marci, into
one of the scenarios.

MARCI CORNELL-FEIST: Okay, sure. We'll dive into
some scenarios.

TAMMIE KNIGHTS: And give people another chance
to type in questions, because | think you’ve hit a lot of
the questions from the prequestions.

MARCI CORNELL-FEIST: Okay, great. So, | put
together a few of these real-life scenarios. I'll do a
couple of them. It’s a little hard to do with—it looks
like 200 people on the call.

So, these are some scenarios that | came up with.
We’'ll do a few of them now and then you could take
them back and discuss them in your own group.
These are just from real-life things that I've seen.
Here’s the first one.

e We have terrible attendance at board
meetings. Our trustees are all very busy
people. We rarely have a quorum these days.
The question is, what should you do?

Enough people want to type in their thoughts? Or,
Tammie, do you want people to raise their hands or
do you prefer they type them in?

TAMMIE KNIGHTS: | would say people could also
raise their hand at that option, and we can—

MARCI CORNELL-FEIST: You could unmute them?
Okay.
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TAMMIE KNIGHTS: Although, we’ve got a couple of
answers:

e Call them and find out why.

e Look at your bylaws, or there should be
guidance in them to help with the situation.

e Make sure to give people reminders of the
meeting, and see if they plan on attending.

MARCI| CORNELL-FEIST: Yep.

TAMMIE KNIGHTS:

e Apply the bylaws about attendance even if this
is awkward.

e Make sure that board meeting attendance is
included in board expectations documents.

MARCI CORNELL-FEIST: Yeah. No, those are all
fantastic. | think you hit on all the big ones. | think that
the main thing is, we often feel like we have to beg
and plead to have people serve on our board, and it
should be an honor and a privilege to serve on your
board.

Don't feel like you have to beg and plead. There are
amazing people out there [who] want to serve on your
board. Sometimes they’re harder to find. | think we
often feel like maybe we’ll downplay the time
commitment, because then they’ll come and they’ll fall
in love with it, and then they’ll just all of a sudden or
actually have all that time.

Whoever said that when they typed in, like just be
really clear with people of the time commitment in the
beginning. | would have an attendance policy. You
know, I'd spell it out, and I’'ve have people vote and
adopt that as policy. | tend to put the attendance
policy as a separate policy, not specifically in the
bylaws, just because of what's felt like a reasonable
attendance policy in Year 2 of the school may not feel
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reasonable 20 years later.

If it's a policy, you can adapt and change it. You can
adapt and change your bylaws, but many states |
work in, you still have to take the bylaws all the way
up, very high up the chain of command, and in my
state, you have to take it to the state board of
[education] still if you want to change your bylaws, so
you don’t want to keep running back and having to do
that a lot.

So, that’s one, and | would just really hold firm if
you’re having an attendance policy. | think the other
big thing is once a year, to try to pick all the dates,
and give [them] to people upfront. Sometimes, you
know, people get stuck meeting the third Tuesday, but
they were meeting on the third Tuesday because it
worked for everybody five years ago, and maybe that
day isn’t good.

I've also seen a lot of boards switching from evening
meetings to breakfast meetings. It sort of depends on
your location, but people just seem to get busier and
busier, and once they get to work, they kind of get
sucked in. If you can get them beforehand, it seems

to help.
Anyway, lots of good feedback in the chat there, but i FEAL LIFE SCENARIOS
I'll keep us moving along because there’s a lot still to _
ronrknarl In??'ﬂli_ﬁ. 4 =e] | and on awd on
cover. b We AWEE MeetTor 3+ hours and we mestoncs

amonth

b Boakimembe iz are show ko waltatkne and
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TAMMIE KNIGHTS: Marci, there’s a few questions
that popped up that | wouldn't mind fielding to you if WHAT SHOULD vOU D07
that’s okay?
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MARCI CORNELL-FEIST: Sure, no, perfect. Thank
you.
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TAMMIE KNIGHTS: One was this is the same. This is
all very helpful, but with so many tips and strategies,
where should you start? What would you say are the
top two or three things you would implement first?

MARCI CORNELL-FEIST: Out of all the things for the
board meeting?

TAMMIE KNIGHTS: Yes.

MARCI CORNELL-FEIST: So, | would—it sort of
depends on the stage of your school, | guess. | would
first make sure that if your state has an open meeting
law, that you know what’s in it and [that you] get help
from your state charter school association where you
usually have somebody who’s expert on it. Make sure
you’re complying with the open meeting law.

Then, down in that lower left, is our open meeting law
pop quiz, and you could use that to make sure that
you know the answers to those questions. I'd start
there. Then, I'd work on having a good, carefully
planned agenda and taking good legal minutes. |
guess | would start there. Hopefully, that helps.

Other questions, Tammie, before | move on?

TAMMIE KNIGHTS: Yes, sure, that you just kind of
actually went into another one, which is what are the
best practices for documenting board discussions?

MARCI CORNELL-FEIST: Yeah. So, | really like
keeping the legal minutes as very brief as possible,
and again, they’re just a record of the transactions
that were done, not what was said. | actually have
been doing this long enough after 16 years that I've
seen people who have had too detailed of minutes
have some negative consequences of that legally
later on.
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Then, | would do these cover sheets or supporting
documents. It’s just that when people ask for the
minutes, you don’t have to necessarily give the—you
know, the whole shop away.

And in those supporting documents, | would spell
some other things in more of the detail if you want to
keep track of sort of the process or what was kind of
the discussion that led to the vote. | think that’'s a
better way to kind of separate out the two.

TAMMIE KNIGHTS: Great. Another question that has
been asked by a few people is how do you deal with
board members who push to shorten meetings and
limit discussions on relatively important or complex
issues? [A] follow-up to that would be, what is a
normal length of time for a board meeting?

MARCI CORNELL-FEIST: Yeah, so | think two hours
is a good rule of thumb. | certainly have seen
people—I’'m working with a whole handful of boards
across the country right now that are trying to decide
are they ready to replicate? We’ve done strategic
planning retreats and various things, but they’re at
this kind of critical juncture. They’re meeting more
because they need some three-hour meetings, but for
most people, two hours is enough.

I've seen a lot of people push down to 90 minutes or
even an hour. My sense is once in a while maybe, but
there just tends to be too much strategic stuff to talk
about. More than two hours every month gets to be
too much. You really should have good substantive
committee work happening in between for those more
substantive [items] if your board is big enough.

TAMMIE KNIGHTS: Great. Another question was if
you recommend using formal titles, or is it better to be
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more informal in how [members] refer to each other in
the board meeting?

MARCI CORNELL-FEIST: Oh, | think it totally
depends on board culture. It's interesting. So, | think
that many of the things we know that make a great
charter school also make a great charter school
board. So, we know that many of the best charter
schools, one of the things that makes them great, is
that they have a very high sense of high expectations
and a high sense of accountability.

So, when you walk through that door, you know
you’re a scholar of that school, and you know what’s
expected. If you don’'t do what’s expected, you have
consequences. The same for the adults in the
building.

So, | think boards that—it’s ironic, because | think a
lot of boards | work with, people don’t do the work and
don’t have consequences. So, if you—I have some
boards that | work with now where all the kids have to
wear ties, so they’re making the board members wear
ties. | think it's more the culture that will make you
work effectively as a group.

A lot of boards feel like they have to do some theater,
kind of, for the public meeting or the public that
comes. It's not theory. You don’t have to set up like a
U-shaped thing and talk to the audience. It's whatever
would make you all feel better about a good working
team.

Most boards | work with don’t do the formal names.
They call each other the way they would call
themselves if they were in any kind of working setting.
| will say that | have—I think that’s a great idea to
have name cards or like little table tents, so that when
[people] from the public does come, they’re not
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intimidated because they know who’s the chair, who’s
the treasurer, who are all of you, and they have your
name. So, [you should have] whatever culture that
you would like.

TAMMIE KNIGHTS: Great.
MARCI CORNELL-FEIST: Any others? Yeah?

TAMMIE KNIGHTS: | think we can go to another
scenario because | think | generated a bunch of
guestions.

MARCI CORNELL-FEIST: Okay, perfect. So the next
one, maybe we’ve answered a little of this. Our board
meetings go on and on and on. We always meet for
three hours, and we meet once a month. Board
meetings are showing real fatigue and are starting
to—board members are showing real fatigue and
starting to drop off the board. What should you do?

| think someone was alluding to this before about they
wanted to talk about substantive things but there
wasn’t enough time. So, do people want to weigh in
there? Or, does that pose other questions?

TAMMIE KNIGHTS: Well, there was a question about
recruiting board members, and | don't know if you
want to share just a couple of brief tips about that? |
know that might go into a much longer discussion and
possibly a whole nother webinar. But if you wanted to
offer any [advice]—just a couple of tips around that
from several people that asked that?

MARCI CORNELL-FEIST: Yeah, sure, that’s great.
And | know we’re thinking about maybe we should do
a webinar in recruitment. | haven’t met a board yet
that doesn’t have some board-recruitment needs, so
maybe we’ll do a webinar on that another time.
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| think that, first of all, there are really great board
members out there [even] if you're in an urban area or
if you're in a rural area. | actually just came back from
doing some work with charter schools in Hawaii. | was
on far-flung islands where, even there, there are great
board members. So, and | was very involved in New
Orleans post-Katrina and the year after the storm. We
were able to find amazing people.

| personally have been involved in recruiting trustees,
and | know they’re out there. There’s this myth. It's
kind of like an urban legend | think now that there just
aren’t enough good board members out there. | think
they’re out there. | think it’s just like anything, that
without a careful process and careful screening, you
won’t find good folks.

| guess my just really short tip on finding good board
members, besides being clear with them about the
time commitment, is come up with a good job
description. If you go to our website, which is
reachthehighbar.com, and it's at the bottom of all
these slides, that will give you the slides to download.

We have a sample job description for trustees for the
full board and then as individual expectations that you
can look at. So, be really clear to people about the
job, and be really clear about what you want people to
do, and you'll find a better match, just like if you
[were] in your professional life and you were trying to
hire someone, kind of the same thing.

| would screen. | would make sure to test if they're
really mission-aligned; do they really get your school
and why your school needs to exist?

Then the last tip I'd give is—I'll go back and focus

more on the board meeting stuff—but there’s a
distinction in my mind between referral sources and
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board members.

So, maybe you’re trying—you need to beef up your
finance committee, and you have one great finance
person, but you’re just kind of stuck. You think about
other people in your town [who] are already serving
on lots of other boards.

Well, instead of saying, “Oh, it'd be great to have her
as our board member,” if there’s someone well known
in your town that you already know or city [who is]
overcommitted, think about [her] as a referral source.
Maybe they’re too busy to serve on your board, or
maybe they have too close a personal connection to
your school. Maybe it’s the brother-in-law of your
school leader. But they have a lot of good
connections in the financial world. Go and ask them
and think about them as a referral source—not asking
them to serve on your board but [to] refer you to other

people.

TAMMIE KNIGHTS: Great. I'm going to take it back i REAL LIFE SCENARIOS

to some of the suggestions for those people who have N

X FOue rallwe have agnatl:uaml.smlgmsmes.
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MARCI CORNELL-FEIST: Okay. A dMERE S AR UIEAE NG DI 0t g

TAMMIE KNIGHTS: Just to share their [questions] WHAT SHOULD U bo?

jUSt as well: ]

e Make sure to compare individual members Slide 41

prior to the meeting.

e Have time limits on reporting, focusing on
strategic questions, not reports or admisitrivia. |
like that word.

e Someone else has suggested having retreats
for those times where you actually need to go a
little bit more in depth, so those meetings are a
little bit longer, but their regular meetings are
an hour or an hour-and-a-half at most.
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e Committee is seeming to be a good option, but
still, it can be a challenge to see how much
activity can go along with the committees and
whether or not these need to be open like a full
board meeting.

There was another question that | wanted to ask you,
which is, what are funding institutions looking for in
terms of board constituencies from your perspective?

MARCI CORNELL-FEIST: I think that—well, | know
from talking to foundations all over the—do they mean
funding like foundations or facility folks? | mean |
guess it’s kind of both. | know that people are getting
increasingly concerned about the boards and paying
more and more attention.

Ultimately, the board is on the hook to run this
multimillion dollar public institution, and as charters
get older and bigger, they get bigger and bigger. The
largest charter management organization | work with
is an $86 million operation. So, you know, the board is
really on the hook. The charter is not given to the
school leader or the lead founder. The charter is
actually given and entrusted—the public trust of those
public dollars—to the board. I think they really want to
know that you have a good sense of financial [matters
and] a good ability to do financial oversight as well as
academic oversight and [that you ] know how to
govern effectively.

TAMMIE KNIGHTS: Great. Another question is, if you
could talk more about effective committee work, and
engaging committee members to create the reports
and kind of do the work so that it doesn’t fall back on
staff?

MARCI CORNELL-FEIST: Yeah, sure. So, | think that
most charter boards that | work with across the
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country are still too small. They are five to seven
people, or you know, maybe they’re getting to seven
and nine. To have good effective committees, the
committees that you need to run a charter school, you
really need a bigger board. You need more people.

| think one of the big mistakes people make is they
have a tiny board and lots of committees, so
everybody just serves on multiple committees, and
everybody gets burned out really quickly that way. So,
my rule of thumb is [that] everybody should only serve
on one committee.

So if you don’t have enough people to have all the
committees that you need, | highly recommend having
a policy and a process for having non—-board
members on a committee. Every committee should be
chaired by a board member, but you could have non—
board members to help round that out. It's a great
way to have a farm team, so over time when
someone rotates off, you would be bringing someone
up who’s already served effectively on the committee,
so you know they have the time and they don’t have a
personal agenda.

Then if you do have enough people that have the
committees, the committees should set goals for the
year that get approved by the full board. So, that way,
it's very clear what they’re supposed to do and they
can have some free rein to go off and do that. So, for
example, most boards | work with have a board
recruitment goal, so the governance committee
typically is in charge of that. They might have a goal
to recruit new trustees. Well, it’s pretty vague, right?
Or they might have added three trustees by May 1,
which is okay, but a better goal would be add three
trustees by March 1, one with fund-raising skills, one
who knows [and] can help with academic oversight,
and one with strong financial skills.
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So, they’re more specific. The work of the committee
can be approved by the full board. Then it's often
easier to make the committees work. Then, have the
committees report month over month so you can keep
tabs on what they’re doing.

| think that the staff—the question about the staff—
committees don’t function well if they don’t have some
support from the staff. So, in the beginning, if it's a
small school, often the school leader has to sit on
every committee, but over time, hopefully, you can
delegate the work a little bit more. Go ahead. Was
there another part of that?

TAMMIE KNIGHTS: Yeah, just a follow-up to that is
[if you can] reiterate what you believe is a good
number for an effective board?

MARCI CORNELL-FEIST: Ideally, I really
recommend a larger board than most people are
comfortable, but | do recommend 11 to 15, because |
think you need to have a finance committee. | think
the committee should have a couple of people in it, so
finance committee, a governance committee that
looks at the health of the board and does recruitment.
Most schools need a development or fund-raising
committee, and then an academic oversight
committee.

So, at a minimum, | recommend four committees.
Most people often need facilities personnel. So, that's
where | get to the big number. | don't just pick a
number, but | think that form follows function, and if
you need four or five active committees to do the
amount of work that needs to get done and you need
a couple of people on each committee—and my
experience has been if you only want trustees to
serve on one committee at a time so they don’t burn
out—{[then] that’s how I get to the bigger number.
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TAMMIE KNIGHTS: Great. One more question. It's
sort of about boards, and then we’ll go back to the
board meetings, which is, [depending] on the state
law in terms of what type of board insurance a board
needs to have or are board members, in which ways
are board members liable?

MARCI CORNELL-FEIST: Sure, yeah. That varies a
lot, so | don't want to weigh in, you know, on specific
states, You get directors’ and officers’ liability
insurance. It's called D&O insurance. And it protects.
It's usually very affordable. Very often you can buy it
through your state association, and it protects you. In
most states, you are protected [so] that you
personally can’t get sued. You're more treated like a
public official. The nuances of the law [vary] state to
state, but most board members are appropriately
concerned about being sued personally.

In most cases, there are protections in place from the
state and from your authorizer and then from you
purchasing directors’ and officers’ liability insurance
that you personally won’t be sued, but [I] can’t speak
for every state that’s probably on the call.

TAMMIE KNIGHTS: Great. Could you actually repeat
the committees you suggest the school start with?

MARCI CORNELL-FEIST: I think you absolutely can’t
exist without a finance committee; and then a
governance committee, which looks at the health of
the board and does nominating; and then |
recommend an academic oversight committee; and if
you need to, [| recommend] a development—meaning
fund-raising—committee.

And again, if you go to our website, which is
www.reachthehighbar.com, we have a detailed job
description for each of the committees that we
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recommend, so you can take a look there (1) to make
sure you’re tracking which ones I'm recommending,
because there’s been a transcript of those and then
[(2)] you can also see the details of what does that
mean, because | think people have different ideas
about what is a finance committee supposed to do or
what is a governance committee, so you can read the
descriptions there.

TAMMIE KNIGHTS: Great. Marci, we've got about
five minutes left, so are there any other of the
scenarios that you don’t feel we’ve sort of covered in
the past 15 minutes of Q&A that we want to discuss?

MARCI CORNELL-FEIST: Yeah. Why don’t | do two
more things really quick. This one, and again, you can
read this at your leisure. This one says that you have
a great board of strong trustees, everything’s good,
but there’s this one trustee who talks way too much.
They’re always off topic, often disagree with the
majority, and they’re fairly toxic and trustees are
threatening to quit.

| can’t tell you how often | see this. The board is great
except for one person. | think it's great to have
dissent. | mean you want to have diversity of opinion
SO you can come up with really good answers.

If you have too much group-think, it's not going to be
a good board. If there’s just one person who really
doesn’t gel, maybe they’re just not mission-aligned,
[then] we leave it to the board chair to do too much
heavy lifting.

So if you have someone who’s really challenging, of
course, the chair should take [him] aside and try and
talk to [him]. If the rest of you are sensing it as well,
you should definitely weigh in and help the chair. |
think everybody sits back and waits for the chair to
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say something, and it’s often hard for the chair to be
everything to everybody.

Sometimes I've seen it where this is somebody
maybe the chair recruited initially, so [the chair has] a
personal connection, and it's hard for [the chair] to
say it. So, bail out your chair. Don’t make the chair do
all the dirty work concerned with what that slide is

about.
Then, I guess the last one was about school leaders i REAL LIFE SCENARIOS
who feel like their board’s always micromanaging )
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governance to them. Again, | think if you could B
carefully plan the agendas in advance and try and e ——————
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were the scenarios.
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B REAL LIFE SCENARIOS

b ove rallwe have a geatboard, showg stee s,
gqreatsklll avd we al galy care abontthe ki,

b oA the schoolkale rifhd workleg with my
Iarl exce ptoaly chalk vghg. caretilly play
e ndas, and my board atays deralk
conve atons abontthe sak gt © tak abont
maore mkomaragems it Esnes.
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Slides 42 and 43
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Again, this is the link to where you can get the i Ouestions?
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TAMMIE KNIGHTS: Uh-huh.

MARCI CORNELL-FEIST: It was kind of a long one ——————————————

to type, to copy down, so there’s the link. You can Slide 44
click that link and you can get this PowerPoint.
There’s our website. We have a free resources tab,
and many of the things that | just referred to are there.
There’s my e-mail, so feel free to follow up with
individual questions. Anything else? Any other final
guestions? Tammie?
TAMMIE KNIGHTS: Great. | want to thank everyone Questions?
for joining us, and especially thank Marci for this
fabulous presentation. Again, the webinar will be
archived on the National Charter School Resource
Center website.
Slide 45
For those of you who weren’t able to take notes or Thank you for participaing,
who want to view it again or show others, [go ahead],
and we will log off. There will be a quick survey that %E?:%E%EE’.EFEmﬁf';.'?.':r:f'ﬁf&h
we would hope that you would complete for us so that I BT G S NCSREELL
we can make sure that our webinars are of the most THE web harwilibe aEved attie tolowhg
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the evahation.
Slide 46
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So, thank you again everyone. s
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