SUGGESTED ORDER OF BUSINESS

) SpPECIAL MEETING OF THE GOVERNING BOARD
SOUTHWESTERN COLLEGE SOUTHWESTERN COMMUNITY COLLEGE DISTRICT

TiM NADER, GOVERNING BOARD PRESIDENT
NORMA L. HERNANDEZ, GOVERNING BOARD VICE PRESIDENT

NICK AGUILAR, GOVERNING BOARD MEMBER

JEAN ROESCH, ED.D., GOVERNING BOARD MEMBER

TERRI VALLADOL!ID, GOVERNING BOARD MEMBER
MANUEL R. LOPEZ, JR., STUDENT GOVERNING BOARD MEMBER
DENISE WHITTAKER, INTERIM SECRETARY TO GOVERNING BOARD

AND INTERIM SUPERINTENDENT/PRESIDENT

Written notice is hereby given in accordance with Government Code Section 54956 that a special meeting of the
Governing Board of the Southwestern Community College District will be held as noted below:

DATE: Saturday, March 12, 2011
TRVE: 9:00 a.m.
LOCATION:  Southwestern College
Higher Education Center at National City (HEC, NC), Rm 7120
880 National City Blvd.
National City, CA 91950
Compliance with Americans With Disabilities Act
Southwestern Community College District, in compliance with the American Disabilities Act (ADA), requests individuals

who may need special accommeodation to access, attend, and/or participate in Board meetings to contact Mary Ganio at
(619) 482-6301 in advance of the meeting for information on such accommodation.

ITEM

Call to Order 1. CALL TO ORDER
{Nader)
9:00 a.m., HEC, NC, Rm 7120

Attendance at this special meeting {Board members arriving after meeting commences will be
noted as “present” at point in this suggested order of business at which they arrive).

Present:

Absent:
Pledge of 2. PLEDGE QF ALLEGIANCE
Allegiance {Nader)
Oral 3. ORAL COMMUNICATION

Communication | (Nader)

Persons wishing to address the Governing Board under this item should fill out a yellow request
card (available at the reception table) and indicale on the card if they wish to be called under
Oral Communication, or when a specific agenda item is considered.

An oral presentation {o the Board does notf constitute an open discussion on the presentation
topic, unless that topic is on the posted agenda. Pursuant to the Brown Act (Government Code
Section 54954.2(a)): “No action or discussion shall be undertaken on any item not appearing on
the posted agenda, except that members of a legislative body or its staff may briefly respond to
statements made or questions posed by persons exercising their public testimony rights under
Section 54854.3."
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iITEM
Board Retreat 4. BOARD RETREAT
{Nader) ,
The Governing Board will conduct a retreat, facilitated by Dr. Cindra Smith, to include the
following:
4A. CONDUCT THE BOARD ANNUAL SELF EVALUATION
4A1. Board Self-Evaluation Results {ENCLOSURE)
4A2.  Campus Climate Survey Board Resulis Fall 2010 (ENCLOSURE)
4A3. Campus Climate Mini Survey Board Results Spring 2011 (ENCLOSURE)
4B. CLARIFY BCARD AND CEOQ ROLES & PROTOCOLS
4B1.  Clarify Board and CEQ Roles & Protocols (ENCLOSURE)
4B2.  Individual vs. the Board as a Whaole
4B3.  Clarifying Micromanagement (ENCLOSURE)
4C. REVIEW AND/OR DEVELOP BOARD GOALS/GUIDING PRINCIPLES
4C1. Board Vision, Mission and Goals (ENCLOSURE)
4C2. Strategic Goals (ENCLOSURE)
4D, ESTABLISH CALENDAR OF BOARD TRAINING/STUDY SESSION AND
BOARD RETREAT/SELF EVALUATION (ENCLOSURE)
Adjournment 5. ADJOURNMENT
(Nader)

Tim Nader
Governing Board President
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SOUTHWESTERN COMMUNITY
COLLEGE DISTRICT

GOVERNING BOARD
SELF-EVALUATION



Soutfnvestern Cammmunity College District
Governing Board
Self Evaluation Instrument

SELF EVALUATION

The items are based on the criteria outlined in Board Roles and Responsibilities, as well as
ACCT’s statement “On the Effective Governance of Community Colleges™ and the ACCT Code
of Ethics. After each item indicate one of the following:

Means are calculated using the following scale: 3=Meets Expectations, 2=Average, 1=Neecds
Improvement. Unable to Evaluate/No Response are not included in the calculation of the mean
pr standard deviation.

S| o | L8229 :
BOARDORGANIZATION [ 88| £ |8 |225] § |4
=8| 2|28 |2338] = |3
Board Members uphold the final
majority decision of the Board.
80% 20% 2.60 0.894
Board Members represent Board
policy in responding to public and
employee questions.
80% 20% 2.60 0.894
Board members make decisions
after thorough discussion and
exploration of many perspectives.
80% | 20% 2.80 0.447
The DBoard’s decisions are
independent of partisan bias.
80% 20% 2.60 0.894
Board meetings are conducted in an
orderly, efficient manner that
allows for sufficient discussion,
' 80% 20% 2.60 (.894
The meeting agendas are relevant to
the work of the Board.
80% 20% 2.60 0.894
Board officer responsibilities are
clear.
60% | 40% 2.60 0.548
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Southwestern Community College District

Governing Board

Self Evaluation Instrument

g o g 8 Zo 2 =
POLICY RULE §8| £ | §e|288| § |8
Se| £ |22|255 2 |%
0 ;—84 =) LT%] & W
The Board understands that the
primary function of the Board is to
establish the policies by which the
commumity college is to be
administered.
80% | 20% 2.80 0.447
Board members understand and
support the concept that Board
policy is the primary voice of the
Board.
100% 3.00 0.000
The Board assures a systematic,
comprehensive review of Board
policies and then procedures the
implement them.
60% | 20% | 20% 2.40 0.894
The Board focuses on policy in
Board discussions, not
administrative matters. 60% 40% 2.20 1.095
The Board has clarified the
difference between its policy role
and roles of the CEO and staff.
60% | 40% 2.60 0.548
The Board, through the CEO, sceks
advice and recommendations from
faculty, staff and students in
developing educational policy.
60% | 20% | 20% 2.40 0.894
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Southwestern Community College District

Governing Board

Self Evaluation Instrument

51 §lefs g

28| 2|85 |228] 8 |8
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K E i

The Board is committed to
protecting the public interest.

100% 3.00 0.000
The Board has determined what
benefits the community should
derive from the college.

60% 40% 2.20 1.095
Board members adhere to protocols
for dealing with citizens and the
media.

40% 20% 40% 2.33 1.155
Board members keep the CEO
informed of community contacts.

60% | 20% 20% 2.75 0.500
The Board assists in developing
educational  partnerships  with
community agencies, businesses
and local government, where
appropriate.

60% | 20% 20% 2.75 0.500
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Southwestern Community College Disirict
Gaverning Board
Self Evaluation Instrument

5 o 5 8 Zo 2 5
POLICY DIRECTION = 8 > Z 2 | 'S T:; & = e
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55 E =
The Board is appropriately involved
in defining the vision, mission and
goals.
80% | 20% 2.80 0.447
The Board has ensured that the
mission and goals are sufficiently
responsive to community current
and future needs.
40% | 40% 20% 2.50 0.577
The Board bases decisions in terms
of what is best for students and
faculty.
80% 20% 3.00 0.000
The Board maintains a future-
oriented, visionary focus in Board
discussions.
40% | 40% | 20% 2.20 0.837

The Board annually sets annual
priorities in conjunction with the
CEO.

40% | 20% | 20% 20% 2.25 0.957

The Board is appropriately involved
in the planning process.
' 40% | 40% | 20% 2.20 0.837

The Board is familiar with the
general strategic and master plans
of the institution.

40% | 40% 20% 2.50 0.577

The Board encourages partnerships
and other cooperative agreements
with business, government,
community agencies, and other
educational institutions.

100% 3.00 0.000

Page 5 of 10
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Sonthwestern Community College Districi
Governing Board
Self Evaluation Instrument

§| o §le2y X

BOARD — CEO| =38 | 2 |22 (£58| = |%
RELATIONS i ElPa ?
The Board and CEO have a
positive, cooperative relationship.

100% 3.00 0.000
A climate of mutual trust and
respect exists between the Board
and CEO.

100% 3.00 0.000
The CEO’s job description is
current and accurate.

30% 20% 3.00 (.000
The Board provides a high level of
support to the chief executive.

100% 3.00 0.000
The Board effectively evaluated the
CEO.

20% 20% 60% 2.00 1414
The Board clearly delegates the
administration of the college to the
CEO.

100% 3.00 0.000
Board members respect the role of
the CEO as the link between the
Board and staff.

100% 3.000 [ 0.000
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Southwestern Community College Districi

Governing Board

Self Evaluation Instrument

E| « § |22 g .
STANDARDS FOR g8 2 |85 |22l §5 |4
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The Board is knowledgeable about
the educational programs and
services of the college.
80% | 20% 2.80 0.447
The Board has  established
parameters for college budget
planning.
20% | 20% | 40% 20% 1.75 0.957
The Board requires and is involved
in long-range fiscal planning.
40% | 20% | 40% 2.00 1.000
Board policies adequately address
parameters for facilities
maintenance and appearance.
40% 60% 3.00 0.000
Board policies adequately address
parameters for investments and
management of assets.
20% 20% 60% 200 1.414
Board policies adequately address
parameters for fiscal management
that meet audit standards.
40% 60% 3.00 0.000
The Board has established clear
parameters for collective bargaining
with employee groups.
60% 40% 3.00 0.000
Page 7 of 10
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Sounthwestern Community College District
Governing Board
Self Evaluation Instrument

g o g SZO 2 >
INSTITUTIONAL 8| 2 |85 |228| § |&
PERFORMANCE Se| 2 | 281828 = |g
®lO< =l e &
8 = 45
The Board requires the college to
regularly evaluate program
effectiveness.
40% | 40% | 20% 2.20 0.837
The Board is appropriately involved
in the accreditation process.
100% 3.00 0.000
The Board monitors performance
related to its policies for facilities
development, maintenance, and
appearance.
20% 20% 60% 2.00 1.414
The Board monitors its policies for
collective bargaining.
40% 20% 40% 2.33 1.155
Page 8 of 10
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Southwesiern Community College District
Governing Board
Self Evaluation Instrument

£l o E o2 g ;

BOARD LEADERSHIP §5| 2 | $E|z288| § |2
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The Board adheres to its roles and
responsibilities.

80% 20% 2.60 0.894
The Board adheres to a code of
ethics or standards of practice.

80% 20% 3.00 0.000
Board members work together as a
team to accomplish the work of the
Board.

80% 20% 2.60 0.894
The Board bases its decisions upon
all available facts in cach situation.

80% 20% 2.60 0.894
Board members avoid conflicts of
interest and the perception of
conflicts of interest.

80% 20% 3.00 0.000
Board members may contribute
single interest or their own
professional perspectives to
discussion, but always wvote on
behalf of the community as a whole.

100% 3.00 0.000
Once a decision is made, Board
members cease debate and uphold
the decision of the Board.

60% | 20% | 20% 2.40 0.894
The Board maintains confidentiality
of privileged information.

80% 20% 2.60 0.894
The Board works together in a spirit
of harmony and cooperation.

60% | 20% | 20% 2.40 0.894
Through its behavior, the Board has
set a positive example for the CEO
and other employees.

80% 20% 2.60 0.894
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Southwestern Comnunity College District
Governing Board
Self Evaluation Instrument

g o s |e ZO 3 o

ADOPTED BOARDGOALS | §5 | ¥ | 881|225 5§ |&

=2 | z |22(E58 = |3
Establish a comprehensive long-
range planning process that would
include revisiting the mission,
vision, and goals of the institution.

40% | 20% | 40% 2.00 1.00
Implement a series of study
sessions/workshops for Board
education and discussion of issues
that are critical to the district.

60% | 20% 20% | 2.75 0.500
Establish a process for review and
update of Board policies and
administrative procedures.

60% 20% 20% 2.75 0.500
Develop policy for trustee
education including new trustee
orientation and trustee evaluation
process.

60% 20% 20% 2.50 1.000
Delegate responsibility for
managerial process to the CEO (i.e.
personnel, bargaining, and
budgeting) with clear expectations
that these processes be open and
involve faculty and staff in"decision
making.

100% 3.00 0.600
Strengthen communication with the '
community-at-large and
business/industry.

60% 40% 2.60 0.548
Establish goals and timelines for the
Interim Superintendent/President.

40% 40% 20% 2.50 0.577
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Twenty Lowest Scored Questions by Job Classification

Overall

:Questlon T T e R T R T e :

OL1 | The Governing Board utilizes a consistent and transparent self-evaluation process in

which input from the College community is solicited and the results are accessible and

communicated to the college community. 1.62
0OL2 | The Governing Board listens and responds to recommendations from College

constituencies. 1.63
0OL3 | The Governing Board and Superintendent/President are aware of and demaonstrate

support for faculty, classified staff, students, and administration in the shared

planning and decision making. 1.69
OL4 | I am aware of the results of the Governing Board self-evaluation that are posted on

the SWC website and in the Qutlook public folder. 1.75
OL5 | [Governing Board] Institutional leaders create an environment that promotes trust

and respect. 1.75
OL6 | An opportunity was given for constituents to provide input as part of the Governing

Board self-evaluation process. 1.75
0L7 | [Superintendent/President] Institutional leaders create an environment that

promotes trust and respect. 1.80
OL8 | [Governing Board] Institutional leaders create an environment for empowerment,

innovation, and institutional excellence. 1.81
OL9 | [Governing Board] Institutional leaders create an environment that promotes

institutional effectiveness. 1.82
OL10 | [Superintendent/President] Institutional leaders create an environment that

promaotes institutional effectiveness. 1.85
OL11 | [Superintendent/President] Institutional leaders create an environment for

empowerment, innovation, and institutional excellence. 1.87
OL12 | I feel an environment of trust and respect exists for all employees at SWC. 1.91
OL13 | Decision making processes are regularly evaluated and the results are widely

communicated and distributed to all members of the college community. 2.03
OL14 | I feel that institutional leaders make optimal use of existing shared planning and

decision making processes to assure effective discussion, planning and

implementation of ideas for improvement. 2.03
OL15 | SWC is organized and staffed appropriately and propartionately to reflect the

institution's purpose, size, and complexity. 2.05
OL16 | 1 have a substantive and clearly defined role in the shared planning and decision

making process. 2.08
OL17 | | have participated in a dialogue about improving institutional processes, 2.08
0OL18 | The Governing Board establishes itself as a policy-making body, delegates operational

authority to the Superintendent/President, clarifies management roles, and supports

the authority of the management in the administration of the College. 211
0OL19 | Input provided by me or the constituent group that represents me is weicomed,

respected, and given appropriate consideration by institutional leaders when

decisions are made. 2.12
0L20 { The College fosters an environment of ethical behavior. 2.12

Based on a numerical scale with 4=Strongly Agree, 3=Moderately Agree, 2=Moderately Disagree, 1=Strongly Disagree, No Opinion
is not included.




Twenty Highest Scored Questions

Overall

o lQuestion oo s i
OH1 | [Library Services] My needs are heing met in each of the following areas? 3.32
OH2 | [Payroll] The operational processes and departments listed below allow me to

perform my job effectively and efficiently. 3.27
OH3 | My supervisor is approachable and understanding when | have a question related to

my work responsibilities. 3.27
OH4 | My program/unit spends allocated funds responsibly. 3.26
OH5 | [Roster and Grade Submission] The operational processes and departments listed

below allow me to perform my job effectively and efficiently. 3.25
QOH6 | The performance evaluation(s) that | have received were fair and appropriate. 3.25
OH7 | [My Department Chair] Institutional leaders create an environment that promotes

trust and respect. 3.22
OH8 | I have access to sufficient space to perform my job successfully. 3.21
OH9 | [Classified Leaders (e.g. CSEA President)] Institutional leaders create an environment

for empowerment, innovation, and institutional excellence. 3.20
QH10 | [Technology planning process] | would like to have input into improving institutional

processes. 3.17
OH11 | [Faculty Leaders (e.g. Academic Senate President, SCEA President, Dept. Chairs)]

Institutional leaders create an environment for empowerment, innovation, and

institutional excellence. 3.17
OH12 | [Classified Leaders (e.g. CSEA President)] Institutional leaders create an environment

that promotes trust and respect. 3.17
OH13 | [Classified Leaders (e.g. CSEA President)] Institutional leaders create an environment

that promotes institutional effectiveness. 3.14
OH14 | [Faculty Leaders {e.g. Academic Senate President, SCEA President, Dept. Chairs)]

institutional leaders create an environment that promotes institutional effectiveness. 3.13
OH15 | Work responsibilities are within my job description. 3.13
OH16 | [Curriculum Approval] The operational processes and departments listed below allow

me to perform my job effectively and efficiently. 3.11
OH17 | [Student Services] My needs are being met in each of the following areas? 3.09
OH18 | [Facility Assignment Request] The operational processes and departments listed

below allow me to perform my job effectively and efficiently. 3.05
OH19 | [Institutional Program Review] | would like to have input into improving institutional

processes. 3.04
OH20 | [Strategic Planning process] | would like to have input into improving institutional

processes. 3.04

Based on a numeical scale with 4=Strongly Agree, 3=Moderately Agree, 2=Moderately Disagree, 1=Strongly Disagree, No Opinion
is not included.




ITEM #4 A3



Southwestern College Campus Climate Mini Survey
Prepared by
Office of Institutional Research, Planning and Grants

In an on-going effort o assess perceptions of staff, faculty and administration regarding the working environment at
Southwestern College, a mini campus climate survey, consisting of 10 closed-end statements and one open-ended
statement, was administered using Lime Survey, a web based open source survey software. The College has undergone
executive leadership changes since the last campus climate survey was administered in November/December 2010. In
order to provide a basis for comparison of perceptions of staff, faculty and administration regarding execufive leadership
changes and current working environment satisfaction levels, the 2011 mini survey’s statements (#s1-10) were repeated
from the 2010 survey.

The mini campus climate survey had initial email inviting responses that were sent out on February 25, 2011, with
reminder emails to non-respondents sent out on March 2, 2011, and the last date for participation was March 3, 2011. A
total of 1,626 invitations were sent out by email. Three hundred forty three surveys were completed (21%). The
differences in the means between the November/December 2010 survey and the 2011 campus climate mini survey are
statistically significant for each and every statement.

Table 1. Summary of Statements

“'NoviDec 2010 - March2011° '}

. R o e el Yof

3 ey : LT 7t o ; S responses ‘respon

‘Campus Climate Mini Survey Statements - . | i0dicing | indicating

: S T ST e T -agreement ' " ° agreement .-
(strong- ' - (strong-

- moderate) - . moderate)

1. The current GB listens and responds to recommendations from College

constituencies. 16% 74% +58%
2. The current GB and Interim S/P are aware of and demenstrate support for

faculiy, classified staff, students, and administration in the shared planning

and decision making. 19% B0% +61%
3. The current GB creates an environment that promotes trust and respect. 20% 73% +53%
4. The Interim Superintendent/President creates an environment that promotes

trust and respect. 24% 83% +59%
5. The current GB creates an environment from empowerment, innovation, and

institutional excellence. 23% 65% +42%
6. The current GB creates an environment that promotes institutional

effectiveness. 24% 69% +45%
7. The Interim S/P creates an environment that promotes institutional

effectiveness. 27% 81% +54%
8. The Interim S/P creates and environment for empowerment, innovation, and

institutional excellence. 28% 80% +52%
9. The cuirent GB establishes itself as a policy-making body, delegates

operational authority to the S/P, clarifies management roles, and supports

the authority of the management in the administration of the College 29% 61% +32%

responses’ responses .
indicating - indicating
better than i '
= s AR R VPPN used to be:
10. How would you describe marale at Southwestern College this semester
{Spring 2011) as compared io last semester (Fall 2010). 4% 84% +80%




1. The current Governing Board listens and responds to recommendations from College
constituencies.

100% -
0% -
80% -
70% -
60% -
50% -
40% |  34%
30% - 19%
20% -

10% - 4% 3%, l
0% . ; [ :

Strongly Moderately Moderately Strongly No Opinion
Agree Agree Disagree Disagree

40%

N=330

- November2010' - | - - February2011 .

. Score . | Std.Dev. |  Score . | Std.Dev. . -

Based on a numerical scale with 4=Strongly Agree, 3=Maderately Agree, 2=Moderately Disagree, 1=Strongly Disagree, No Cpinion is not included.



2. The current Governing Board and Interim Superintendent/President are aware of and
demonstrate support for faculty, classified staff, students, and administration in the shared
planning and decision making.

100% -
90% -
80% -
70% -
60% -
0% 1 Mm%
40% -
30% -
20% - 14%

10% - 4% 29, .
0% . .

Strongly Moderately Moderately Strongly No Opinion
Agree Agree Disagree Disagree

39%

N=332

" November 2010

N
]
]
|

" Score ... Std.Dev. - -  Score .
1.69 0.96 3.39 0.67

Based on a numerical scale with 4=Strongly Agree, 3=Moderately Agree, 2=Maderately Disagree, 1=5trongly Disagree, No Opinion is not included.



3. The current Governing Board creates an environment that promotes trust and respect.
100% -
90%
80% -
70%
60% -
50% A
0% 1 34%
30% -
20% - 17%

10% - ”’ 4% .
0% 1

Strongly Moderately Moderately Strongly No Opinion
Agree Agree Disagree  Disagree

39%

N=327

. November2010 . . = FebruaryZOﬂ
 Score. - ;. Std.Dev. .. - Score i Std. Dev '

Based on a numerical scale with 4=Strongly Agree, 3=Moderately Agree, 2=Moderately Disagree, 1=8trongly Disagree, No Opinion is not included.



4. The Interim Superintendent/President creates an environment that promotes trust and
respect.

100%
90% -
80% -
70% A
60% - 55%
50% -
40% -
30% -
20% A 14%

0% - ———— .

Strongly Moderately Moderately Strongly No Opinion
Agree Agree Disagree  Disagree

28%

N=327

 November2010' " '~ February2011 .

- Score: il

Based on a numerical scale with 4=Strongly Agree, 3=Moderately Agree, 2=Moderately Disagree, 1=Strongly Disagree, No Opinion is not included.



5. The current Governing Board creates an environment for empowerment, innovation, and
institutional excellence.

100% 1
90% -
80% -
70% -
60% -
50% -
40% -
30% { 26% 23%
20% -

10% - > 3%
% B

1 T H

39%

Strongly Moderately Moderately Strongly No Opinion
Agree Agree Disagree = Disagree

N=327

1.81 1.00 3.14 0.761

Based on a numerical scale with 4=Strongly Agree, 3=Moderately Agree, 2=Moderately Disagree, 1=Strongly Disagree, No Opinion is not included.




6. The current Governing Board creates an environment that promotes institutional
effectiveness.

100% -
90% -
80% -
70% -
60% -
50% -
40% -
30% -
20% -
10% - 7% 4%

0% |

I F T

39%
30%
20%

Strongly Moderately Moderately Strongly No Opinion
Agree Agree Disagree  Disagree

N=329

' Score | Std.Dev. |

Based on a numerical scale with 4=Strongly Agree, 3=Maderately Agree, 2=Maderately Disagree, 1=Strongly Disagree, No Opinion is not included.



7. The Interim Superintendent/President creates an environment that promotes institutional
effectiveness.

100% 1
90% -
80% -
70% -
60% -
50%

40% | 32%
30% A
0% I ¥ _ T T

Strongly Moderately Moderately Strongly No Opinion
Agree Agree Disagree  Disagree

49%

N=325




8. The Interim Superintendent/President creates and environment for empowerment,
innovation, and institutional excellence.

100% -
90% -
80% -
70% -
60% -
50% -
40% - 33%
30% -
20% - 17%

0% ¥ 1 TS T T

Strongly Moderately Moderately Strongly No Opinion
Agree Agree Disagree Disagree

47%

N=524

. Score . ! Std.Dev. i " Std.Dev. .

Based on a numerical scale with 4=Strongly Agree, 3=Maderately Agres, 2=Moderately Disagree, 1=Strongly Disagree, No Opinicn is not included.



9. The current Governing Board establishes itself as a policy-making body, delegates
operational authority to the Superintendent/President, clarifies management roles, and
supports the authority of the management inthe administration of the College.

100% 1
90% -
80% 1
70% 1
60% -
50% -

06 33% .
30% - o 27%

20% -
10°/° l %% 3%
(1 9, o
0% | N

Strongly Moderately Moderately Strongly No Opinion
Agree Agree Disagree  Disagree

N=318

" November2010 - February2011

" 'score” . | “Std.Dev. . | . Score. . - Std. Dev.

Based on a numerical scale with 4=Strongly Agree, 3=Maderately Agree, 2=Moderately Disagree, 1=Strengly Disagree, Ne Opinion is not included.



10. How would you describe morale at Southwestern College this semester (Spring 2011) as

compared to last semester (Fall 2010).

100%
90%
80%
70%
60%
50%
40%
30%
20%
10%

0%

84%

13%
2%

1%

Betterthan it Same as it used Worse than it
used to be tobe used to be

| wasn’t here
last semester
S0 cannot say

N=327
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Clarifying Board and CEO Roles & Protocols
The Board and CEO relationship is best served when trustees and CEOs clarify and agree
on their respective roles and protocols for communication. Following are some common
areas for discussion. The numbers refer to selected Board Policies. BP 2715, the code of

ethics, addresses many of the topics on this list.

As a Policy Board
1. Operating as a unit

2. Defining and adhering to policy role

3. Upholding ethics and conflicts of interest policies (BP 2715, 2710)

4. Honoring the Brown Act, maintaining confidentiality (BP’s on meetings, BP 2720)
5. Board meeting conduct and discussions

6. Maintaining civility and respect; handling conflict

7. Role of board chair {(BP 2210)

Board and CEO
8. Board delegation to the CEO (BP 2430}

9. Avoiding “surprises”
10. CEO communication to trustees: how much, how often, and maode?

11. Board meeting agenda preparation (BP 2340)

As Trustees
12. Requesting information _

13. Representing the college in the community events

14. Trustees visits on campus

15. Community member requests of trustees
16. College staff contacts with trustees (as individuals; as employee group reps)
Other?

Prepared by Dr. Cindra Smith, Consultant
cindrasmith@comcast.net



Southwestern Community College District Policy No. 2715
.|
Governing Board

CODE OF ETHICS

References: Accreditation Standard IV.B.1.a, e, and h

The Governing Board of Southwestern Community College District is committed to serving
the educational needs of all residents of the District community and to carrying out its
duties and responsibilities in accordance with the highest standards of ethical conduci.

District Policy and Procedure No. 2715, “Code of Ethics,” together with District Policy No.
3015, “Institutional Code of Ethics,” shall constitute the ethical standard for its members in
both the conduct of policy and in its relationships with the administration, staff, students,
and the District community.

Within this ethical context and the Board’s obligation to the District’s primary mission, each
member of the Board is responsible to adhere to the standards of practice set forth below.
The process for addressing alleged violations of this policy are set forth in District
Procedure No. 2715.

1. Practice good citizenship in community and state affairs;

2. Accept the legal and ethical commitments and responsibilities of the Governing Board
to residents of the District, to the staff, to the taxpayers, and, most important, to the
students served,;

3. Dedicate themselves to the highest ideals of honor and integrity in all public and
personal relationships;

4. Not accept or solicit loans or gifts from employees of the Southwestern Community
College District or their family members;

5. Recognize that a Goveming Board member has no legal authority as an individual,
that decisions can be made only by a majority vote of the entire Board at a Board
meeting, and that no individual Governing Board member has authority to direct staff
or programs at the District;

6. Render all decisions regarding the issues at hand based on the available facts and
independent judgment, and to refuse to surrender that judgment to any other
individual or special interest group;

7. Be aware of the cultural and economic make-up, and the geographic distribution of
the members of our community, and to make responsible decisions to meet the
educational goals of a diverse population;

Adopted: 3/12/08 Page 1 of 2
Revised & Adopted: 10/13/10



Southwestern Community College District Policy No. 2715

Governing Board

CODE OF ETHICS

10.

11.

12.

13.

14.

15.

16.

17.

18.

Encourage the free expression of opinion by all Governing Board members and to
seek systematic communications between the Board and students, staff and all
elements of the community;

Abide by majority decisions of the Governing Board, while retaining the right to seek
changes in decisions through ethical and constructive channels;

Keep confidential all information and discussions conducted during closed sessions of
the Governing Board;

Bring direct and indirect credit to the District through personal effort in business,
social, professional, and personal relationships;

Avoid any conflict of interest or the appearance of impropriety that could result
because of their position as Governing Board members, and o not intentionally use
Board membership, the goodwill or name of the College or District for personal gain or
prestige;

Fulfill the responsibilities of their commission without regard to prejudice, provinciality,
partisanship, or animosity;

Recognize that the District is a major employer and that the Governing Board’s actions
will affect the capacity of many people to practice the profession or trade in which they
have so much personal investment;

Refrain from using District time, personnel, supplies, and equipment for non-District
acfivities;

Work with other Governing Board members to establish effective Board policies and
to delegate authority for the administration of the District to the
Superintendent/President;

Ensure public input info Governing Board deliberations and adhere to the law and
spirit of the open meeting laws and regulations;

Be informed and educated about the District, educational issues and the
responsibilities of trusteeship and devote adequate time to perform the work of the
Governing Board.

Adopted: 3/12/08 Page 2 of 2
Revised & Adopted: 10/13/10



Southwestern Community Coilege District Policy No. 2710

Governing Board

CONFLICT OF INTEREST

References: Government Code Sections 1090 et seq., 1126, and 87200 et seq.;
Title 2 Section 18730 et seq.

Governing Board members shall not be financially interested in any contract made by the
Board or in any contract they make in their capacity as Governing Board members.

A Governing Board member shall not be considered to be financially interested in a
contract if his or her interest is limited to those interests defined as remote under
Government Code Section 1091 or is limited to interests defined by Government Code
Section 1091.5.

A Governing Board member who has a remote interest in any contract considered by the
Board shall disclose his or her interest during a Governing Board meeting and have the
disclosure noted in the official Board minutes. The Governing Board member shall not
vote or debate on the matter or attempt to influence any other Board member to enter into
the contract.

A Governing Board member shall not engage in any employment or activity that is
inconsistent with, incompatible with, in conflict with or inimical to his or her duties as an
officer of the District.

In compliance with law and regulation, the Superintendent/President shall establish
administrative procedures fo provide for disclosure of assets of income of Governing Board
members who may be affected by their official actions, and prevent members from making
or participating in the making of Board decisions which may foreseeably have a material
effect on their financial interest.

Governing Board members shall file statements of economic interest with the filing officer
identified by the administrative procedures.

Governing Board members are encouraged o seek counsel from the District's legal
advisor in every case where any question regarding possible conflict of interest arises.

Adopted: 3/12/08 Page 1 of 1



Southwestern Commu nitz Coilege District Policy No. 2720

Governing Board

COMMUNICATIONS AMONG BOARD MEMBERS

Reference: Government Code Section 54952.2

A majority of the members of the Governing Board are prohibited from using, outside of a
properly agendized meeting, a series of communications of any kind, (e.g., direct
communications, telephone, personal intermediaries, e-mail, or other technological device)
to discuss, deliberate, or take action on any item of business within the subject matter
jurisdiction of the Governing Board.

An unlawful "“serial meeting” occurs when communications take place outside a noticed
meeting among individual board members or groups of board members less than a
majority which come to involve a majority, whether directly or through intermediaries, to
discuss, deliberate or take action on any item of business within the subject matter
jurisdiction of the board.

Such “serial meetings” are prohibited by law whether or not a concurrence is reached
based on the communications.

Date: 4/9/08 Page 1 of 1
Revised & Adopted: 8/12/09



Southwestern Community College District Policy No. 2210

_____________________________________________________________________________________________________________________________|
Governing Board

OFFICERS

Reference: Education Code Section 72000(c)(1)

At the annual organizational meeting, the Governing Board shall elect from among its
members a President and Vice President.

Election to office shall be by a majority vote of the entire Governing Board. Officers shall
serve for one year. An officer may be removed from office by a majority vote of the entire
Governing Board for refusing to perform the duties of the office imposed by law or by this
policy.

The Superintendent/President shall serve as Secretary to the Governing Board.
The duties of the President of the Governing Board are:

e Preside over all meetings of the Governing Board;

o Call emergency and special meetings of the Governing Board as
required by law;

o Consult with the Superintendent/President on Govemning Board
meeting agendas;

» Communicate with individual Governing Board members about their
responsibilities;

o Participate in the orientation process for new Governing Board
members;

* Assure Board compliance with policies on Governing Board education,
self-evaluation, and Superintendent/President evaluation;

¢ Represent the Governing Board at official events or ensure Governing
Board representation.

The duties of the Vice President of the Governing Board are:

¢ Inthe absence, disability or disqualification of the President, the Vice President
shall preside over meetings and perform the duties of the President.

The duties of the Secretary of the Governing Board are:

¢ Notify members of the Governing Board of regular, special, emergency
and adjourned meetings;

« Prepare and post Governing Board meeting agendas;
Have prepared for adoption minutes of Governing Board meetings;
Attend all Governing Board meetings and closed sessions, unless
excused, and in such cases {0 assign a designee;

Adopted: 4/19/06 Page 1 of 2
Replaces District Policy #1005 {Organization of the Governing Board) dated 7/60



Southwestern Community College District Policy No. 2210
|
Governing Board

» Conduct the official correspondence of the Governing Board;

o Certify as legally required all Governing Board actions;

¢ Sign, when authorized by law or by Governing Board action, any
documents that would otherwise require the signature of the Secretary
or the Clerk of the Governing Board.

Adopted: 4/19/06 Page 2 of 2
Replaces District Policy #1005 (Organization of the Governing Board) dated 7/80
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Governing Board

DELEGATION OF AUTHORITY TO THE SUPERINTENDENT/PRESIDENT

References: Education Code Sections 70902(d) and 72400;
Accreditation Standards IV.B.1.j and IV.B.2

The Governing Board hereby delegates to the Superintendent/President the
responsibility for executing all decisions of the Governing Board requiring
administrative action. The Superintendent/President shall have full authority and
responsibility for the proper conduct of the business and education programs of the
District. This delegation of authority to the Superintendent/President shall remain in effect
untit revoked by the Governing Board.

The Superintendent/President may delegate any powers and duties authorized by the
Governing Board, including the administration of education centers, but shall be
responsible to the Board for the execution of such delegated powers and duties.

The Superintendent/President is empowered to reasonably interpret and administer
Governing Board policy. When there is no applicable written policy, the
Superintendent/President shall have the power to act, but such decisions shall be
subject to review by the Governing Board. It is the duty of the Superintendent/
President to inform the Governing Board of such action and to recommend a written
Board policy if necessary.

The Superintendent/President is expected to perform the duties contained in the
Superintendent/President’'s job description and contract and to fulfill other
responsibilities as may be determined in annual goal-setting or evaluation sessions.
The job description and goals and objectives for performance shall be developed by
the Governing Board in consultation with the Superintendent/President.

The Superintendent/President will communicate regularly with each member of the
Governing Board to review District business. The Superiniendent/President shall
inform the Governing Board of new developments and significant events in the field of
higher education. Individual members of the Governing Board have the right to review
or inspect any District documents or records which would otherwise be disclosable
pursuant to the California Public Records Act, at any reasonable time upon request for
the purpose of fuffilling their duties and responsibilities as Governing Board members.

The Superintendent/President shall generate any reports requested by the Governing
Board as a whole or by any Board Committee. The Superintendent/President will also
generate reports requested by individual members of the Governing Board where such
requests are made at a Board meeting or made in writing and submitted to the
Superintendent/President, with a copy to the full Governing Board, unless the

Adopted: 3/12/08 Page 1 of 2
Replaces District Policy #3003 (Delegation of Authority to the
Superintendent/President) and portions of #1007 (Governing Board Functions)



W ni istri ic No. 2430
Governing Board

DELEGATION OF AUTHORITY TO THE SUPERINTENDENT/PRESIDENT

Governing Board, in its sole discretion, determines that the request is unduly
burdensome or disruptive to District operations. information provided to any Governing
Board member shall be provided to all members; except that the Student Trustee may
not receive confidential materials.

The Superintendent/President shall ensure compliance with all relevant laws and
regulations, and that required reports are submitted in timely fashion.

Adopted: 3/12/08 Page 2 of 2
Replaces District Policy #3003 (Delegation of Authority to the
Superintendent/President) and portions of #1007 (Governing Board Functions)



Southwestern Community College District Policy No. 2340

. __________________________________________________________________________________________ |
Governing Board

AGENDAS

References: Education Code Sections 72121 and 72121.5;
Government Code Sections 6250 et seq. and 54954 et seq.

It shall be the responsibility of the Superintendent/President, in consultation with the
Governing Board President, to prepare an agenda containing the items of business to come
before the Governing Board at each regular and special meeting.

The agenda shall be posted adjacent to the place of meeting at least 72 hours prior to the
meeting time for regular meetings. The agenda shall include a brief description of each
item of business to be fransacted or discussed at the meeting, and specify the date, time
and location of the meeting. [f requested, the agenda shall be provided in appropriate
alternative formats so as to be accessible to persons with a disability. The Superintendent/
President shall establish administrative procedures that provide for public access to agenda
information and reasonable annual fees for the service.

No business may be acted on or discussed which is not on the agenda, except when one
or more of the following apply:

e a majority decides there is an “emergency situation” as defined for emergency
meetings;

e two-thirds of the members (or all members if less than two-thirds are present)
determine there is a need for immediate action and the need to take action
came to the attention of the Board subsequent to the agenda being posted;

e an item appeared on the agenda of and was continued from a meeting held
not more than five days earlier.

Agenda items initiated by members of the public, pursuant to District Procedure No. 2340,
shall be placed on the Governing Board’s agenda following the items of business initiated
by the Governing Board and by staff. An agenda item submitted by a member of the public
and heard at a public meeting may not be resubmitted within 90 days of the initial
submission.

The order of business may be changed by consent of the Governing Board.

Adopted: 4/19/06 Page 1 of 1
Replaces District Policy #1008 (Goverring Board Meetings) dated 7/90
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Preventing Micromanagement—
Creating High Performance Boards

Micromanagement prevents boards from governing well. It results in dysfunctional boards, public criticism,
accreditation concerns, demaralized staff, and lack of respect for elected trustees. This Board Focus explores
definitions and causes of micromanagement and proposes alternatives for governing boards.

CONTENTS The*Right Stuff* Defining Micromanagement
The “Right Stuff" Of Govern a n CE gy CINDRA SniTH, ED. D., THE LEAGUE

Defining T
Micromanagement BY WiLLIaM McGINNIS, TRUSTEE HAT'S MICROMANAGEMENTI” When trustee A

Butte-Glenn Community College District says that to trustee B, trustee A is reminding B

High Performing Boards
Make & Monitor Policy 3

to stick to the board's policy role and stay out of

Why Micremanagement THE REAL CHALLEMNGE for trustees is creating a

Occurs & What to Do administration. But B says, “Nao, it's not.” Now what?

About It high performing board. They do this through How do you determine the appropriate role for
For CEOs: Communicating being willing and able to set standards of trustees?
with Your Board B excellence for their colleges and themselves,
TN REE [ hey develop and live by the “Right Stuff.” The line between policy and micromanagement
They have: is not always clear. It can depend on board and
* The Right Mind Set institutional culture and protocols, communication
e The Right Role style, intent and how the intent is expressed.

* The Right Work

® The Right People

* The Right Agenda

® The Right Information
* The Right Culture

What is clear is that micromanagement is not a

good thing. Boards hire a chief executive officer
to lead the institution. Micromanagement gets in
the way of the CEO doing that work and prevents
the CEQ from being as effective as he or she could

continued on page 2 canlinved on page 3




Board Focus

The Right Stuff
of a governing
board means
doing what is
needed, executing
the strategy,

and moving the
organization
ahead.

William McGinnis

2 FALL 2006

The “Right Stuff” of Governance

continued from page 1

The Right Mind Set is accomplished through a
process of continuous improvement. Boards must
keep coming back to the same questions about
purpose, resources, and effectiveness. [t means
keeping the board's focus on the vision and mission
in spite of all the noise from other college issues.
Boards must focus on their districts’ future and the

goals in the strategic plan.

The Right Role means establishing and sticking
to an overarching level of engagement that helps
trustees set expectations and ground rules for their

roles relative to the president’s role.

The Right Work is accomplished by focusing on
*what” the district should accomplish, not “how" it
is done, and not allowing the board’s focus to be
diveried from the goals. Boards are accountable for
resulis (outcomes). Trustees fulfill this responsibility
best not by dictating the details but rather, by
asking questions about performance results and
their implications. Ask critical questions and insist

on clear answers.

The Right People. A board is only as good as its
members. Trustee development and training arc
critical elements to building a strong board. Boards
strengthen their members by providing mentoring,
education, ground rules, and enforcing state and
local laws and regulations, policies, and a code of

ethics.

The Right Agenda. Agendas define what the
board discusses and at what length. Te control
the agenda is to control the work of the board.
Boards need to assure their agendas reflect the
soals of the board. As an example, a board may
devote ane meeting a year to setting a lmited
number of priorities for the year—for example,
strategic direction, capital allocation, enrollment
management, and succession planning. The board
must ensure that their regular meetings address

these priorities.

The Right Information. There are two equally
effective ways of keeping a board in the dark.
One is to provide them with too little information
and the other, irenically, is to provide too much.
The board must communicate its information
needs to the CEQ. And the CEQ must adjust

the information load by trustee. Boards primarily
rely on retrospective data on the colleges’
performance and operations, and presentations by
the administrators, and faculty, staff, and student
leaders. The CEQ is a key resource—his or her
articulation of the future and interpretation of

financial reports significantly shape boards’ views.

The Right Culture, Engaged cultures are
characterized by candor and a willingness to
challenge. They reflect the social and work
dynamics of a high-performance team. Trust and
respect between and among the trustees ts critical
to the successful development of an engaged

culture, as are trust and respect between the board

and the CEQ.

The Right Stuff of a governing board means doing
what is needed, executing the strategy, and moving
the organization ahead. High performing boards
arc committed to a strong working relationship
between the board and CEQO, fostering healthy
social dynamics of board intcraction, and ensuring
the competence, integrity, and constructive

involvement of all trustees. m




Defining Micromanagement

continued from page 1

be. As one trustee said, “We are paying a CEO

to do the work, why should we do it instead?”
Micromanagement sends a message of distrust,
abrogates the authority of the CEQ and ignores the
organizational structure, decision-making systems

and procedures.

Micromanagement also violates the boards fiduciary
responsibility to ensure that time and resources of
the institution are well spent. When a trustee directs
staff to do somcthing or requests information that
requires a significant amount of time, the individual
trustee has determined how time and resources are
used, which may not be in the best interests of the
entire institution. Given that colleges don't have
unlimited funds and personnel, priorities for time
and resources must be set by the board and college

leadership working together.

Criterta for determining whether or not samething
. is micromanagement include:
* The action tells the CEQ or a college employee
how to do their job. If a request, directive or

COMMUNITY COLLEGE LEAGUE OF CALIFORNIA

suggestion has the effect of determining the

day-to-day decisions of staff members and

how they allocate their time, it is most likely

icromanage-
to expect that people who work at the college ment Sends

micromanagement. The board has the right

know how to do their jobs. Trustees have the

responsibility to honor the professionalism of d message of
college staff by afllowing them to perform their distrust abrogates
'’

duties.

s [t probably involves an individual trustee. If the the aUthOflty
board aE a whole makes a dECISloE, it is l-ess likely of the CEO and
to be micromanagement. Discussing an issuc as
a board usually provides the checks and balances ign(}res the
that help keep the board at a policy fevel. . e

® It is identified as micromanagement by fellow Orgamzatlonal

trustees or college staff members. Even if there structure. ..

is no intent to direct or manage college staff,

trustees may be perceived as micromanaging by

virtue of the power of their position. Trustees'

suggestions, opinions, and reactions are taken

very seriously; trustees may find that what they

meant as just ideas or thoughts are interpreted

as directives, Therefore, trustees may need to

monitor themselves carefully to ensure that

offering opinions is not construed as direction. &

High Performing Boards Make & Monitor Policy

BY CINDRA SMITH

EXPERIENCED TRUSTEES know they aren't on the
board to administer the institution—they know that
is the chief executive’s job. Instead, they set policy,
delegate the responsibility for implementation to
the CEQ, 2nd monitor that implementation. They
definc the information they need to perform those

jobs well.

Making Policy

Policy reflects and state what is valued by the
institution and community. It consists of brief,
general statements of purpose, principles or
philosophy, which serve as guides for action. Policy:
1. Establishes the general goals of the institution.

‘These are stated in institutional long-range and

straiegic plans, are reflected in the budget, and
frame the annual goals or priorities of the board
and CEO.

2. Sets standards for acceptable practice,
particularly in the areas of educational planning

and programs, finance, facilities, and personnel.

A test of whether or not something is a policy level
issue, and not micromanagement, is whether it fits
into those two categories. Does it relate to the
gencral goals, including who the college serves?
Does it reflect the values that guide operations,
such as ethics, prudency, diversity, effectiveness,
and quality? Does it address what the college does

continued next page
BOARD FOCUS 3
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hen issues
arise, trustees and
(EOs consciously
identify the policy
values inherent

in the issue and
frame the hoard's
responses in policy,
not procedural,
terms.
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High Performing Boards
Make & Monitor Policy

continned from page 3

instead of bow the college does it?

High performing boards and CEQs agree on
policy. They ensure that the board agenda items
refer to board policy to clarify why the board is
addressing the item and what decision is expected.
The background information provided for board
decisions addresses policy-level concerns. When
issues arise, trustees and CEOs consciously identify
the policy values inherent in the issue and frame the
boards’ responses in policy, not procedural, terms.
They ask:
* Do we have a policy on this issue? Does it say
what we want it to say?
* What broad values and standards apply to this
issue? Has the board stated those in policy?
* Does the decision or action we are about
to take reinforce our policy role, or is it an

administrative decision?

Monitoring

Boards must monitar that policy goals are being
accomplished and that the college is operating

in accordance with policy standards. They fulfill
this role when they receive and discuss reports on
progress toward district goals. They also receive
and discuss reports that inform the board on how
the college is complying with policy standards on
college operations, such as fiscal audits, program
reviews, and descriptions of hiring standards and

practices.

"Micromonitoring” can occur when the monitoring
system is vague or erratic and/or reports don't
address policy goals or standards. Insufficient or
poorly communicated information about the college
leads to trustees being more likely to question day-

to-day operations and inspect college programs.

Therefore, effective board and CEQ teams will
establish a monitoring system that provides the
board with the information it needs to assure that
goals are being accomplished according to the
board's policy standards.

An Information Caveat

Boards need information to make policy and
monitor the institution. An informed board ensures
that colleges are meeting community needs and
doing everything they can to make sure students
succeed. Therefore it seems like asking for

information is always a good thing.

However, injudicious and scattered requests for
information can be micromanagement. Preparing
information for the board requires staff time, and
every request from the board or a trustee therefore
potentially “manages” the time of the staff. Roards,
as part of their fiduciary responsibility, want staff
time to be devoted to accomplishing the goals of
the institution. A good board balances its legitimate
need for information with the demands on staff

time.

Clartty and communication are key. Boards carefully
determine what information is needed to make
policy, menitor the institution, and support the

"no surprises” rule, They make requests through

the CEO' office. Many boards have a policy or
protocol that states that requests that require a
significant amount of staff time and resources to
produce the information must come from the board
as a whole. The purpose isn't to deny trustees the
information they need, but to ensure that staff time
and resources are used wisely, and in line with the

needs of the entire board. &
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Why Micromanagement Occurs & What to Do About |t

BY CINDRA SMITH

New Board Members

New beard members are eager to contribute their
knowledge and ideas. Their enthusiasm in asking
questions and making suggestions may appear to or
actually be attempts to direct staff and do the work of
the CEO. A good orientation to the board role and
the need to work as a member of the board team help

direct new energy into appropriate policy channels.

Delegating Up

Administrators, faculty leaders and others invite
micromanagement when they ask for beard approval
of college procedures or decisions that should be
handled within the local decision-making processes of
the college. Boards avoid this trap by holding the CEC
accountable for decisions and appropriate participation
in local decision-making, and refusing to accept

“upward delegation” from any college constituency.

Dysfunction

When boatds are divided or dysfunctional or when
the relationship between the board and CEQ is
rocky, boards send mixed messages to the staff.
Administrators, faculty and staff work around or in
spite of the board; some staff members seek direction
from different board factions and may play board
members off against each other and the CEQ.
Micromanaging can be avoided by strengthening
the sense of team on the board and the board/CEQ
relationship, and clarifying that the board expects
strong leadership from the CEO for the institution.

Catering to Individual Trustees

There is a fine line between listening to and
considering individual board member ideas and
perspectives, and allowing them to overly influence
beoard and administrative decisions, [t is possible to
cater too much to individual trustees in efforts to be
respecthul, politic, and accommeoedating. While civility
is always important, individual trustee perspectives
are one of many contributors to the functioning of
the institution. Board chairs and CEQOs both sheuld

emphasize that individual trustees’ opinions are simply

opinions—the only legitimate direction to the CEO
comes from the board as a whole.

Leadership Voids

When CEQOs don't provide strong leadership, or there
is a transition in the CEO position, boards may be
more likely to be involved in day-to-day decision-
making. Competent leadership and clear delineation

of responsibilities during times of transition will clarify
board roles. Boards that become more involved during
a transition can "let go”" and provide support when they
are assured that the new CEQ is taking charge.

Change and Problems

Change, whether good or bad, causes uncertainty,

and uncertainty creates an environment for
micromanagement. Fiscal changes, community
pressures, political shifts, enrollment increases or
decreases, changes in leadership, and other significant
events all contribute. If trustees perceive there

are ongoing problems, they will be more likely to
scrutinize day-to-day operations. Preventing such
micromanagement requires being aware of the dynamics
involved in change, maintaining broad perspectives, and

openly exploring problems and possible solutions,

Personal Agendas

Trustees with personal agendas or single interests may
attempt to direct administrative decisions to benefit
themselves or others. Boards establish a framework for
preventing this type of micromanagement by adopting

and upholding a board code of ethics,

Statutory Obligations

California has many laws and regulations requiring
board approval and actions. Trustees may use these
obligations to justify or require trustee involvement in
typically administrative tasks, such as those involved in
personnel and purchasing. Thoughtful beards delegate
administrative authority to the CEQ, use consent
agendas to perform their statutory duties, and ensure
their time is spent in governing, not managing, the

institution. |
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