A’8l BOARD POLICY

ROLES AND FUNCTIONS OF THE WCJC BOARD OF TRUSTEES
Guly21:1598)

PART ONE: NATURE OF THE BOARD
L TRUSTEESHIP

Community-college trusteeship requires dedication and commitment—time, effort, and diligence.

A, Trustees, as the word itself denotes, hold a public trust and must be willing to sacrifice personal and
professional gain to fulfill this trust. Trustees represent the community to the college and the college to the
community.

B. Trustees must be ready to lay aside their personal views, preferences, and advantage in favor of actions that

contribute to the best interest of the college and of the community that the college serves. Accordingly, and to
a significant extent, each trustee must be willing to subordinate his or her individuality to function as a
member of a larger body, the Board of Trustees, and to act at all times in the interest of the collective good.

G To accomplish its purposes, the Board should be representative of the socioeconomic, geographic, and ethnic
diversity of the area served by the college.

D. Members of the Board of Trustees should evince commitment to the following:

I the open-door admissions philosophy that underlies the community college and that is intended to
minimize academic, social, and economic barriers to education;

] the comprehensive mission of the community college that includes liberal-arts education and
university-transfer programs, occupational/vocational/technical education, continuing education and
noncredit programs, developmental and remedial programs including literacy education, and
customized training programs to serve the needs of business and industry;

3. academic excellence, administrative efficiency, and the financial security and stability of the college;
4. a climate of governance that emphasizes collegiality, collaboration, and teamwork.

IL CONDUCT OF BUSINESS

A. By definition, a Board of Trustees is a meetzng because trustees exercise their legal respons1b111t1es only when

they are convened as a corporate body. k j 2 £y 4 :
. u on-the-W.CIC-coll . o patat-by-guel S e .
Appeals-in-Local governing bodies are entities, and the members can perform no valid act except as a body at
a meeting properly convened and conducted. Toyah Independent School District v. Pecos-Barstow
Independent School District 466 S.W.2d 377 (Tex. Civ. App.—San Antonio 1971, no writ):.
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B. Board actions deal with policy matters rather than administrative procedures (see below).
C. The WCJC Board of Trustees meets monthly, usually at 6:30 in the evening during the third week of the

month. A significant portion of Board meetings consists of reports, information sharing, and
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recommendations made from cemunittees-of the-Board-and-frem the President of the College or his/her staff
designées.

D. All official actions of the Board occur at regular or called meetings of the Board, but the Board may establish
standing or ad hoc committees to engage in fact-finding, discussion, and review on behalf of the full Board.
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Ensures-that-the-anpual budget-isdeveloped-in-a-timely- mannerEnsures-that the-college's-investment pelicies meet-all
regBircments.

III. ROLES AND RELATIONSHIPS

A. General Characteristics

Trustees serve as the guardians and antennae of the eeHegeCollege; they are both a buffer and a bridge between the
college and the external environment.

The responsibilities of trustees extend far beyond attending Board meetings to make policy decisions and approve
administrative recommendations. Effective trustees maintain active external involvement through continuing liaison
with relevant officials, groups, and individuals.

As laypersons elected by their peers, trustees reflect the concerns and issues of their communities; and they interpret the
needs of their communities to the college. But, at the same time, they interpret the needs of the eellegeCollege to
the community.

Board members, however, are not merely conduits for public opinion, which is as varied as the number of persons in
the population. They must weigh public opinion and balance it with their inside knowledge of the college, its mission,
and its resources. Pleasing voters and acting in their best interest are not always the same. Choosing the best long-term
solution, therefore, requires courage and integrity. As Dr. F. J. L. Blasingame, first chairman of the WCJC Board, has
said (El Campo Leader-News, 10-7-95, p. 8-A):

The members of that first board felt obligated to act in the best interests of the esllegeCollege. Our focus was
on the success of the college. We were working toward a quality institution, prudently operated, on a sound
financial basis, and with a well-trained faculty. Quality leaders can't always listen to the hems and haws of
opposition. We knew that in the long run we would please more people with a successful eelegeCollege.

Another aspect of the role of trustees is their focus on the long term. A Board's main concern as it sets policy, reviews
finances, engages in planning, and raises money is the effect on the college in five, ten, or twenty years. (In a real
sense, Boards work to build something they never see to fruition; but their successors will) On the other hand, the
main concern of administration is the immediate implementation of Board policies to keep the institution running
smoothly and efficiently. Between these two concerns stands the President of the College, who must keep one eye on
the present and the other on the future. (Presidents, too, rarely see the long-term fruits of their labors; but their
successors do.)

Trustees also protect the eellegeCollege, defending it from outside interference, guarding its integrity and
independence, refuting false rumors, and acting as spokespersons for the college's needs and as community
leaders/advocates. Consequently, the personal standing of each trustee in the community and his/her willingness to
contribute time and service to the college say much to the community about the value and status of the coHegeCollege;
and the personal conduct of Board members, as well as that of the President, can reflect positively or negatively on the

eolegeCollege.
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B. Relationship with President

The Board of Trustees adopts policies for the eeHlegeCollege; and the President, as chief executive officer, carries out
these policies. The literature on board operations is emphatic on this point: a clear distinction must be maintained
between the trustees' function of policy makmg and the President's function of estabhshmg and admmlstermg
procedures to execute these p011c1es ; s :
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C. Duties of the President

1. The President shall well and faithfully serve the College in such capacity as aforesaid and shall at all
times devote his whole time, attention, and energies to the management, superintendence, and
improvement of the College to the utmost of his/her ability and shall do and perform all such
services, acts, and things connected therewith as the Board and Board policies delegate to him/her.

2, The President shall perform all duties required by law, by this Agreementregulation, and by
custom and practice to be performed by a college president including but not limited to the following:

a. Institutional, faculty, and staff supervision, and educational leadership;
b. Long-range planning; budget formulation; supervision of college buildings, grounds, and
equipment; administration and management of the affairs of the College as best serves the

College, consistent with Board policy;

c. Recruiting, appointing, supervising, promoting, assigning, reassigning, and dismissing
faculty and staff members;

d. Preparing regulations, rules, and procedures useful for the welfare and operational
efficiency of the College;
e Recruiting students and providing student services;
i Developing resources, fund raising, maintaining public and alumni relations.
D. Executive Authority and Accountability

To be effective as the College's chief administrative officer and the Board's executive—and to be held accountable for
his or her own performance and to be held responsible for the performance and well-being of the entire College—the
President requires a clear and explicit affirmation of his or her authority by the College's governing body. Therefore,
the Board hereby affirms the following:

1. The Board herein acknowledges that the President, and only the President, reports to and is
accountable to the Board and that all other employees report to and are accountable to the President
through administrative channels as determined by the President.
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The intent of the Board is to support administrative actions and decisions by the President regarding
personnel issues.

Evaluation of the President, as the Board's only line employee, is and shall remain the privilege and
duty of the Board.

Nothing in this section shall be interpreted to mean that the President shall not be accountable to the Board at all times
for his/her actions, decisions, and performance as President. The President shall be at all times subject to the
supervision and direction of the Board, which is the College's legally constituted governing body. Members of the
Board of Trustees exercise this authority only as a formal body when convened in legal session, not as individuals.
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Evaluation of President
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BOARD REQUESTS FOR COLLEGE INFORMATION OR SERVICES

The authority of the Board of Trustees resides in the Board as a whole, and the Board functions only when
convened in meetings. An individual Board member speaks for the Board only when the Board has delegated
such authority.

The Board of Trustees, as a legally constituted body, has the right to receive information regarding any
eoHegeCollege operations in order for the Board to be informed about those operations, to exercise its
responsibility to oversee the institution's affairs, and to render policy decisions. Moreover, individual members
of the Board of Trustees have the right to receive any additional information they desire in order to be
properly informed on matters involving the Board's exercise of its legally constituted authority.

Individual members of the Board of Trustees do not have the authority to demand services and information
from college staff that do not relate to the exercise of the authority of the Board as a legally constituted body.
For example, individual Board members may not use the services of college staff to conduct investigations,
perform research, or provide information for personal, private, or individual purposes that are not endorsed by
the Board as a legal body.

Requests for information or services from Board members that do not emanate from the Board as a whole
during one of its meetings or from a standing committee of the Board at one of its meetings must be made
through the board's only employee, the president, not directly to any other college employee. If such requests
are made, the contacted employee is required to refer the matter to the president or Cabinet-level supervisor, as
specified herein.

College employees;-as-college-employees; shall not serve as agents for individual Board members to aid Board
members in investigations, research, or the provision of information or services that are not authorized by the
Board as a Board or by one of its formally constituted committees.  Accordingly, eellegeCollege
employees who receive requests for information or services shall take no action on such requests except to
refer them to their Cabinetcabinet-level supervisors who, in turn, shall notify the President of the College. The
President shall then refer such requests to the officers of the Board of Trustees for disposition.

Nothing in this document shall be interpreted to prohibit eelegeCollege employees from responding directly to
simple questions posed by any member of the Board when such questions can be answered immediately and
do not require research, investigation, special services, deflection from other work tasks, or written responses.

e e
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[Part Two follows.]
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PART TWO: GENERAL OPERATING GUIDELINES

V. PREAMBLE: BASIC PRINCIPLES

The following basic principles apply to the operation of the Wharton County Junior College District Board of Trustees.

A. The Board is a legislative or governing body, not an executive agency. Consequently, it delegates to the
President of the College the application of its policies and does not attempt to perform executive acts.

B. The authority of the Board resides in the Board as a whole, and the Board functions only when convened in
meetings. An individual Board member speaks for the Board only when the Board has delegated such
authority.

C. The Board represents the community and interprets social and economic trends in terms of institutional
policies.

D. The Board obtains funds or delegates authority to obtain funds for the operation of the college.

E. The Board bears legal responsibility and authority for all aspects of the operation of the college.

F. The Board is responsible for final determination of institutional policies except where authority is otherwise

delegated to the President of the College.
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VIL

D.

ADDITIONAL POWERS AND DUTIES OF THE BOARD
The Board shall study and pass upon the annual budget

The Board shall study and pass upon recommendations of the President of the College for additional capital
outlays and determine the fiscal means for effectingaffecting such plans.

The Board shall accept or reject the employment of contract personnel upon the recommendation of the
President.

The Board shall pass upon major fiscal outlays as required by statutory requirements upon recommendation of

the President of the College.

E.
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The Board shall pass upon architects' plans for building that have been authorized, after such plans have been
approved by the President of the College.

With the assistance of the President, the Board shall determine current needs of the eellegeColle ge and
give active support to them before the public and news media.

The-Board-shall-approve-expenditures previously-authorized by the Board-and-approved by-the Presidentof
the-Colloge,

The Board shall approve tuition and fees in accordance with statutory requirements.

The Board shall approve the transfer of funds from one-aeeeunt fund to another.

The Board shall approve the program of instruction and the eellege'sCollege academic calendar as

recommended by the President of the College.
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