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When you change 
the way you look 
at things, the 
things you look at 
change. 



We see personalities, power struggles, and politics in every meeting.  These are 
good if you use them the right way.

Can you vote for what’s right rather than what is popular?  We often see boards 
buckle when community interest groups come to meetings.  

We see many board members trying to promote themselves in an effort to get re-
elected or appointed.  Why?  You will do your best work when you quit trying to be 
re-elected.
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There is no magic pill you don’t know about.

There are good strategies poorly executed, poor strategies executed well, but 
rarely is there a truly new, revolutionary strategy.

The issue is execution, not innovation.



Many think boards are a thing of the past.

What do you think?

You will be evaluated soon, so the question is “who will do it”?

You are now in the Crosshairs.



david.e.lee@usm.edu

What does a great school board meeting look like?

What constitutes a good board member?

Alabama board member.



If “how to do it” were the answer, it would be done.

If access to the right information were the right answer, we’d all be super effective.



Education is a $700 billion dollar market.

Boards in the crosshairs.

What do you see coming?



Is your board ATTRACTIVE?

Success is something you attract.
If you want to attract quality people, you have to be quality yourself.
Won’t attract great employees if you aren’t attractive.

GO TO WAR FOR TALENT.



If you are an ineffective board, here is what hurts you:

GREAT TEACHERS WON’T STAY WITH YOU.  They will leave.  They go where 
they’re supported, and so do good school leaders.

Who stays then?  You know who?

People don’t leave bad school systems, they leave BAD BOSSES.

They leave flawed leadership.



Homework Assignment
Why would someone want to send their child to your School System?

List 3-5 things that parents should know that would make them want to send their 
children to your district.



When things don’t work, you have to tear them down and start over--- That’s 
where you make ENEMIES.

Can I vote on what’s right rather than fearing making people mad?

We all love change until we put FACES to it.



The board President is the key to board 
effectiveness.

The superintendent’s lifeline.



Special interest groups will force you to make bad decisions and make you look 
bad.

Ego– Amigo



Run From The Naysayers 
(Nuts)
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Can your problems be solved by TRAINING?

TRAINING often fails to work because the problem is cultural.  Could training 
change the culture?  If not– good luck!

Boards in the future simply cannot just do everything other boards do.  They have 
to stand out.  The public will demand it.



You need people to take what you have and take you higher with it.

A few good behaviors can drive a lot of change.

Do you believe you can go to the next level of academic excellence?



Research revealed that low performing communities want QUICK fixes and super 
human things done and they pressure board members to get it done– and failure 
is the result.

In education, there is no such thing as a quick fix.



Have you ever observed, or 
participated in a board meeting that 

was not productive ?

We have.  324 of them.
It’s not pretty.

We Learned: The more negative a school board behaved, 
the lower the student achievement in their district.



A board is a place where VERY COMPETENT individuals can come together 
and form a very incompetent board.

What does a great school board meeting look like?

If access to the right information were the right answer, we’d all be super 
effective.

Can you vote on what’s right rather than fearing making people mad?



What Are The Elephants In Your 
Boardroom?



What are the Elephants In 
Your Boardroom?

How do you want to be perceived by the public?

When others talk about you, what do you want them to say?

Suggestion:  FOCUS ON THE IMPACT, IGNORE THE NOISE.

If your system isn’t where you want it, whose fault is it?



Study- Lee & Ward- Mississippi, Louisiana, North Carolina, and Georgia.

Research that led to our focus on board behaviors.

Recent research showed that 88% of the board members in districts being 
taken over by the state rated their performance highly successful.



Original Study- Board 
Perceptions
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Sent to school boards in four states:  North Carolina, Georgia, Mississippi, and 
Louisiana. Sent to board presidents to distribute to entire board.

Superintendent was left out of this process.

There is no national ranking of high performing school systems, only by school.  
Used State Department of Education data.

Go over 500 responses.



Current Research
Dr. David Lee’s (2014-Present) ground-breaking research with school boards revealed a direct link 
between board member behaviors and student achievement. 

Compared to high & medium performing school districts, low performing 
districts’ board meetings were

less orderly; 
spent less time on student achievement or plans for relevant academic district 
improvement; 
did not listen respectfully and attentively to the person speaking; 
had board meeting members advancing their own agenda; 
had less good working relationships among the governance team; 
had less board members relying on the superintendent for advice/input; 
had one member, other than the board president, stand out for taking a lot of time; 
and were not acting on policy items as much. 
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There is tons of research out there on what good boards do, don’t do, should do, 
average age, education level, occupations, average length of service on a board, 
etc.. The list goes on….

Researchers will tell you it is hard to conduct research on boards, as our previous 
study showed us.

Most of the studies out there are not researched based, even the Lighthouse 
Study you read about.



Pay Attention



Here is what we often see:



Things That Jumped Out At Us!
• Constantly blaming each other.

• Tempers flaring up.

• Everyone looking bored and tired.

• Numerous micromanaging agenda items.

• Not listening attentively.

• Excessive arguing.



• Little, or no, eye contact.

• Shaking heads negatively. (Can ruin a major change initiative).

• Rolling eyes.

• Negative facial expressions.

• Gestures– wave, point, etc..

• Voice- not what you say, but how you say it.



• Constantly shuffling papers and other items on table.

• Turning back on speaker.

• Raise, or lower, your eyebrows.

• Frown- nodding your head.

• Blank stare-- Boredom.

• Looking down all the time.



• Playing, or checking, cell phones. (Can’t be empathetic while focusing on 
something else).

• Looking at watch constantly.

• Grandstanding.

• Playing to the audience.

• Extreme micromanaging.



** You get the feeling that some board members are being kept out of the loop.

** Meetings are long and unproductive.

** Visible signs of disrespect.

** One or two people try to monopolize the meeting.

** You can see power coalitions.

** You just get the feeling that things just aren’t right.



Key*****The most ineffective, and hard to deal with, board member is one who 
comes on the board with the intention of representing THEIR area.  You have to 
represent the system, not one segment.



We see faces like this:



How do you perceive these 
individuals?



Knowing Doing Gap (Support cont.)

“Why do so much education and training, management consulting, and 
business research and so many books and articles produce so little change in 
what managers and organizations do?”

“Each year, more than $60 billion is spent on training in and by organizations, 
particularly management training.”

“Regardless of the quality of the content, the delivery, or the frequency of 
repetition, management education [training] is often ineffective in changing 
organizational practices.”

(Pfeffer & Sutton, The Knowing Doing Gap, 2000, pp.1-2)



Conclusion:

More training is not the answer.

Boards in low-performing school districts have to 
radically change the way they do their business.

They have to govern differently.

Thus, Behavioral Governance was born.



Behavioral Governance
Behavioral Governance is a form of governance that 
calls for all school boards to acknowledge that their 
behaviors have consequences that ultimately have the 
ability to impact student achievement. 

More specifically, low performing districts’ school boards 
have to change how they relate to one another; 
Consequently, they have to own the reality that they 
determine the success, or failure, of school systems. 



Purpose
Purpose of Current Research
The creation of a training and behavioral feedback protocol 
to refine the critical components of Behavioral Governance
by partnering with low performing school boards.

Purpose of the Center for Board Behavior Reform
To help school boards achieve positive, long-term, 
measurable change in behavior that results in higher 
academic performance for their districts. 



Overview of Proposed Protocol
We propose that an introductory training session that 
explains the basics of behavioral governance, professional 
boardsmanship, and adaptive leadership PLUS a 12 
month feedback mechanism that is directed to each 
individual board member following the monthly board 
meeting….

will result in better board performance  [governance] 
and consequently better school district 

academic performance.



Theoretical Framework
Behavioral Approach:
“Researchers studying the behavioral approach determined that leadership is 
composed of two general kinds of behaviors: task behaviors and relationship 
behaviors” (Northouse, 2016, p. 71).

Adaptive Leadership Theory:
The practice of mobilizing people to tackle tough challenges and thrive. 
(Heifetz, Grashow, & Linsky, 2009, p. 14).

Transformational Leadership Theory:
Extraordinary leaders engage in five practices: (1) model the way, (2) inspire a 
shared vision, (3) challenge the process, (4) enable others to act, and (5) 
encourage the heart” (Kouzes & Posner, 2012).



Methods: Proposed Protocol

Training:
Training on  Behavioral Governance 
Training on Professional Boardsmanship
Training on Adaptive Leadership

12 Month Feedback Mechanism:
BOARD MEMBERS: Monthly feedback mechanism via recorded  

monthly board meeting and follow up phone calls to each 
individual board member to discuss their behaviors and 
interactions.

SUPERINTENDENT: 360 feedback assessment via LPI & monthly 
coaching following board meetings



Research & Instruments
Pre and Post Quantitative 

Board Behavior Matters Assessment
25 questions
Multi-dimensional measuring trust, confidence, and cooperation
Gathering data of three perspectives

Rating “my” behavior
Rating “our” behavior
Rating “cost” of failing to behave

Leadership Practices Inventory (LPI)
360 degree feedback
30 questions, Five practices (six behaviors per practice)
Rates FREQUENCY of behaviors on scale from 1 (almost never) to 

10 (almost always)



Research & Instruments
Qualitative

During 12 months
CBBR staff viewing monthly board meetings and making follow up 

calls to individual board members
CBBR LPI certified coach viewing monthly board meetings and 

follow up calls to superintendent

Post 12 months
Focus group and/or individual interviews



Without accountability, training seldom works.  Example- Weight Watchers!

Our Behavioral Governance Model is not duplicated anywhere in America.

Positive feedback is the key component for behavioral change.

Serve as a one-on-one coach to every board member.



Training Model:
• Built in evaluation model that GUARANTEES results.

• Validates the effectiveness of prior training each board member has 
received.

• Meetings are video taped to observe board behavior and each meeting is 
evaluated privately and in the utmost confidence.  (There has to be trust 
established or the behaviors will not change).

• FEEDBACK is the key. For feedback to be effective, it has to be immediate.  
That’s what the model does.



• Behavior is monitored and evaluated. Behavior only changes through 
positive reinforcement.

• All conversations with board members are held in strict confidence.

• After 6 months, we conduct a mini survey with the board to determine if they 
have become more or less effective in the areas targeted for improvement.

• Boards will see visible changes in the productivity of their meetings within 3 
months.

• There will be assessments throughout the training cycle to provide 
measurable assurances that effective change is taking place. 



What Makes the Training 
Unique?

• The format in which the training is delivered.

• Constant monitoring and hand holding as the superintendent and the board 
go through the school improvement process.

• Focus on behavior change, the key link to enhanced board performance.

• Based on cutting edge research that identifies behaviors that are barriers to 
board productivity.

• Uses a proprietary behavioral change model that guarantees positive board 
performance.



• Behavior only changes through positive reinforcement, and this model 
utilizes video to actually point out strengths and weaknesses.

• Immediate feedback

Even small behavior changes can have a big impact.

It validates your prior training.  Is it working?



What Does All This Mean?
• Negative board behaviors impact student achievement.

• It matters how you act and conduct business.

• Boards expect, and demand, that their superintendents exhibit great 
leadership characteristics, the must act the same way.



When Behavioral Governance is Working

Seven Signs of a Great Board Meeting (Dr. David Lee)

The leader takes control and professionally advances the agenda
The meeting flows well and is productive
No one monopolizes discussions
The majority of the meeting deals with achievement issues
Everyone listens attentively when others are talking
There are no visible signs of dissatisfaction with another
The public would take pride in the board accomplishments





• Past President of the National School Boards 
Association (NSBA)

• First elected to NSBA Board of Directors in 2011
• Past President of the Mississippi School Boards

Association
• Member of the board of the Laurel City Schools

• MRS. MIRANDA BEARD



Thank You!

For more information on board training and research, please email:

David.e.lee@usm.edu---boardsthatwork.org



BoardsThatWork.org
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