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TOPIC:  Evaluation Protocols for Board and HOS 

QUERY: 
Thank you to those who responding to this survey about evaluation protocols for 
boards and school heads. The results are most interesting. 

QUERY SUBMITTED AND COLLATED BY: Steve Charbonneau 

TOTAL NUMBER OF RESPONSES: 4 

Date conducted 5-5-15 

 
Responses: 
 
Evaluating the Evaluator: Appraising the School Board’s Performance [Part I]  
Steve Charbonneau  
[November 2014]  
 
Preface: The following article is meant to relate some of the experience of The American School 
of Kinshasa’s (TASOK) School Board, as it began its journey toward adopting a board 
performance appraisal process. That journey began with research regarding the efficacy of and 
best methods for board performance appraisal. The following information will be most useful for 
not-for-profit schools governed by an elected school board. It is international in scope, containing 
citation from various reputable sources about school governance from around the world.  
 
In September 2014, my school board adopted a goal to refresh the processes by which it 
evaluated its own effectiveness and the performance of the Head of School. Soon after the goal 
was created, I found myself chairing the committee charged with realizing the goal. In fact, my 
school board began reflecting on our approach to governance in the fall of 2013 when we 
decided collectively to study the International Trustee Handbook: A Guide for Effective 
Governance for Independent School Boards (National Association of Independent Schools). 
Studying the trustee handbook together allowed us to reach similar conclusions about how to 
become a better, more effective school board. Looking back, I am certain this was one of best 
decisions we could have made.  
 
In a search for current best practice regarding evaluation tools the board committee I chair was 
charged to develop, I made queries via the Principals' Training Center Google Group and the 
Association for the Advancement of International Education’s (AAIE) Headnet mailing list. In 
addition, I reached out personally to mentors and colleagues I had met over the years in search 
of resources. Not surprisingly, networking paid off and resources were gathered as a result of our 
efforts. It’s good to have friends!  
 
What was surprising was the overwhelming number of responses received from colleagues 
whose school boards had no history of having their effectiveness appraised. These colleagues 
had a keen interest in hearing about my school board’s journey towards implementing a 
successful evaluative process and asked that l share the final evaluation protocol we would 
adopt. In fact, the response from these inquisitive colleagues was so robust that it inspired me to 
compose this article in the hopes that it might be beneficial to other international schools.  
Why should school boards adopt a process to have their own effectiveness appraised? The 
school board’s greatest responsibility is to hire and evaluate the school’s head. The board is also 
to evaluate the school head’s effectiveness, for as CEO of the school the head must be held 
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accountable for his or her leadership in that most critical position (Ontario School Trustees, 
2014). That is simply common sense. Therefore, it is also common sense that the school board’s 
effectiveness be evaluated. After all, the school board is in a position to impact all facets of the 
school’s program. The very future of the school is determined by how effective the board 
operates as an entity. However, whether or not a school board adopts a board evaluation 
process is solely at the board’s discretion. And yet, trustee associations around the globe 
advocate for school boards to have a method in place to evaluate their own performance. 
 
For example, New Zealand’s Ministry of Education (2014) directs its school boards, as the 
school’s ultimate authority, to consider their performance to be an integral part of the school’s 
performance as a whole. From this standpoint, New Zealand’s Ministry of Education advocates 
for school boards to have their performance appraised based on goals it has set and on its 
established responsibilities. Ontario School Trustees (2014) is explicit in its position that the 
school board is ―is accountable for its performance‖. And from the United States, “The most 
effective boards take time every year to assess their performance in an effort to hone their 
leadership ability and better serve their schools‖(National Association of Independent Schools, 
2014). Independent Schools Association of the Southwest (2014) concurs by stating, ―It is 
important for Boards of Trustees to appraise their effectiveness in school governance.‖ 
Additionally, Independent School Management (ISM) offers, ―A proper evaluation system is 
essential for Board growth and success… now is the time to adopt an evaluation process that will 
enhance your Board—and ultimately improve your school‖ (Independent School Management, 
2014).  
 
Perhaps your school board, like my school board, has yet to adopt protocols to assess its 
performance. If so, I must report that we are not in the minority. In fact, a recent study by 
BoardSource revealed that only 38 percent of nonprofit boards have their own effectiveness 
evaluated (Independent Schools Association of the Southwest, 2014). ISM reports that, 
historically, the evaluation of school boards has been either nonexistent or implemented 
ineffectively. ISM explains further that even when school boards had their effectiveness 
assessed discussions around the results of the appraisal led to little or no action after completing 
their evaluations (Independent School Management, 2014). It seems the average school board 
does not have its performance appraised, but we cannot afford to be average when it is our 
obligation to best serve the young people within our school community.  
 
Having established that the literature holds that good governance requires the school board’s 
performance be regularly assessed in order for continual improvement to be achieved for the 
purpose of best serving students, we now discuss the protocol selection process. However, 
rushing into selecting a protocol for assessing a school boards performance without doing some 
groundwork is ill advised. Perhaps the most important element to come before the 
implementation of a board evaluation tool is the careful delineation of responsibilities between 
board and the head of school. ―Successful schools need both powerful Board members and a 
powerful chief executive (i.e., school Head). A clear separation of responsibilities between these 
powers is necessary to maintain balance, excellence, solvency, and strength‖ (Guernsey, 2003). 
It must be understood that the head of school and the school board have a common purpose but 
differing roles and responsibilities, with each entity being evaluated based on the unique job 
descriptions they are obliged to embody (Ontario School Trustees, 2014).  
 
The Council of British International Schools (2014) informs that, ―While the Head leads and 
manages the school from day to day… The Board is the ultimate guardian of the school’s 
purpose and direction… It looks ahead and considers the long-term – and it looks to its Head as 
education professional to initiate or to provide it with timely, detailed reports and proposals for 
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development. (The board) represents the school in the wider community. Its most important task 
is to select, monitor and support the Head‖. Guernsey’s (2003) research supports this assertion 
with, ―The Board is responsible for approving the annual budget, for developing a long-term 
strategic plan, and for the evaluation and the hiring and firing the Head of the school. The school 
Head handles the day-to-day operations of the school, typically without any Board intervention or 
input‖.  
 
Ontario School Trustees (2014) states that an effective school board clearly understands the 
difference between its role and that of the head. It comprehends the distinction between policy 
development and implementation, keeps the head of school accountable for effectively 
implementing the policies of the board, and monitors the effectiveness of policies. John Carver 
(2006) provides more clarity in distinguishing the role of the school board and school 
management (the head) by employing the terms ―Ends‖ and ―Means‖. To this end, Carver 
explains that it is the board’s responsibility to establish and clearly articulate what he refers to as 
the ―ends‖ and to abstain from involvement from the ―means‖. In Carver's view, ends policies 
and decisions have to do with what the school board deems what the school is to be or become 
in a big picture sense. ―Means‖, from Carver’s viewpoint, has to do with the methods or 
strategies used by school management to achieve the ends determined by the school board.  
 
Best practice in school governance also involves the school board acting as a collective, with 
individual trustees putting their own personal agendas, however noble, aside for the good of the 
whole. Robinson (2009) puts it like this, ―when a board functions appropriately (it is) a single 
unit, where individual board members have no authority or influence outside of the whole board.‖ 
The Calgary Board of Education supports Robinson’s position, adding that the school board is a 
collective and that a trustee acting on his or her own has only the authority and privileges of an 
ordinary citizen. Ontario School Trustees (2014) holds that high performing school boards are 
composed of individual members who act together in concert, deliberating as a single unit. 
Connecticut Association of Boards of Education (CABE) asserts that outside of a formal board 
meeting and unless otherwise designated by the board, an individual board member has no 
more authority than any other member of the school community. In fact, CABE requires its own 
board members to take the following oath; ―I will recognize that authority rests only with the 
whole board assembled in meeting, and will make no personal promises nor take any private 
action, which may compromise the board‖ (Connecticut Association of Boards of Education, 
2014).  
 
My own school board has just begun its journey toward adopting a method to evaluate its 
effectiveness. Logically, that journey was initiated with research. Some of the results of that 
research I have shared here. As I have highlighted, there is much in the literature that indicates 
that high performing school boards reflect on their own practice by having their effectiveness 
evaluated. The literature also indicates that prior to selecting a tool to evaluate their 
performance; school boards must do some groundwork. For one, the role of the head of school 
and the school board must be clearly defined, delineated and articulated. Additionally, all school 
board members must appreciate that in their school governance role, they must consider 
themselves part of a collective. Individual school board members should have no authority or 
influence outside of the work within the board as a whole. Simply put, the ultimate responsibility 
of school boards is to serve students. The most student-centered school boards are interested in 
performing at the highest level, because they want to develop their school toward excellence in 
order to optimally benefit the students under their care. As discussed here, best practice in 
school governance includes school boards adopting an effective board appraisal protocol and 
using that protocol to reflect on and improve their practice. The school board I serve on is a few 
months away from finalizing and adopting its board assessment protocol. I will submit   
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Part II of ―Evaluating the Evaluator: Should the school board’s performance be appraised?‖ in 
order to share about our newly adopted board appraisal process and to discuss why we made 
the choices we made in developing the protocol.  
 
About the author: Dr. Steve Charbonneau is High School Principal, K-12 Instructional Leader, 
and second-in-charge of an American Embassy school, The American School of Kinshasa. He 
serves as an ex-officio member of the school’s board. More information about Steve can be 
found at: http://www.linkedin.com/pub/dr-steve-charbonneau/95/2a5/2a9/  
 
Relevant articles and resources:  
 
From National Association of Independent Schools:  
http://www.nais.org/Pages/Learn/KnowledgeCenter/Evaluation.aspx  
http://www.nais.org/Articles/Pages/Board-Participation-in-Head-of-School-Evaluation.aspx  
http://www.nais.org/Articles/Pages/The-NAIS-Board-Self-Assessment-Survey.aspx  
http://www.nais.org/Articles/Pages/The-NAIS-Head-of-School-Assessment-Survey.aspx  
 
Elsewhere:  
http://www.isasw.org/member-resources/governance-resources/index.aspx  
http://isminc.com/article/who-is-responsible-for-board-evaluation  
http://sloanreview.mit.edu/article/how-should-board-directors-evaluate-themselves/  
http://www.boardsource.org/  
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Assessment Committee 
Proposed Timeline 2014-2015 Academic Year 

Presented by: Martin McLaughlin, Matt Ellsworth, Steve Charbonneau 
 
Goal: The TASOK BOARD will refresh the way our school board evaluates:  
 
1. Its own effectiveness  
2. The Head of School  
3. The school as a whole  
 
Assessment Committee submits the following timeline based on its projected work flow:  
 
2014-September: Set up a Google work group (Google Drive to share Google Docs) for the 3 
committee members to share resources, create, and amend draft documents and forms.  
 
2014-October: Review models of best practice for Board evaluation tools and Head of School 
evaluation tools. Receive briefing from Steve regarding the types of data samples that can be 
included in the whole school assessment report and how the data will be used to benchmark TASOK 
against other schools.  
 
2014-November: Submit to the Board draft Head of School job description.  
 
2014-December: Present to the Board the first draft versions of the Board evaluation tool and Head 
of School evaluation tool for feedback and input.  
 
2015-January: Present to the Board final versions of the Board evaluation tool and Head of School 
evaluation tool for adoption. Introductory briefing for Board on whole school assessments and how 
they can be used to benchmark TASOK against other schools.  
 
2015-February: Present to the Board the whole school assessment report for feedback and input.  
 
2015-March: Present to the Board final version of the whole school assessment report for adoption. 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

7 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

8 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 
 
 
 
 
 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

9 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

10 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 

 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

11 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

12 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 

 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

13 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

14 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

15 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 

 
  

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org


 

 

16 | P a g e  P T C n e t  s u r v e y       w w w . T h e P T C . o r g  
 

Principals’ Training Center 

PTCnet Survey Summary 

 

 

file:///E:/Dropbox/PTC%20Memberships/PTCnet%20Surveys/AdmissionsNet/www.ThePTC.org

