SECTION II
ADMINISTRATION AND ORGANIZATION

Statement of Guiding Principles

The boarding program will have a clearly defined organizational structure whereby the goals and objectives of the program can be and are being effectively carried out.

The organizational structure of the boarding program should clearly define: the functions of the administration, staff, and boarders; the limits of relationships among these groups; and the limits of authority and responsibility. Every effort must be made to develop effective communication and relationships among all concerned.

I. GENERAL INFORMATION

A. ADMINISTRATIVE STRUCTURE
1. Describe the administrative structure of the boarding department by providing an organizational chart showing administrative relationships and responsibilities.



(See attached chart.)
a. Missions:
(1) Owning Missions: Owning missions are above the School Board.

(2) IMB Dorm Parents: Structure for IMB dorm parents differs from that of dorm parents with the owning missions and direct hires in that, for the most part, IMB’s board screens/hires/fires the dorm parents they supply to DA. The DA School Board does have the final word on approval, however, and after appointment to Dakar Academy, IMB dorm parents fall under DA’s existing structure of administration.

(3) Associate Dorm Parents: As with IMB, screening/hiring/firing of associate dorm parents is the responsibility of respective mission leaders. Once hired and assigned to Dakar Academy, the dorm parents fall under the authority structure of Dakar Academy in conjunction with their mission leaders. 

b. DA School Board: Except as noted above, the DA School Board provides overall direction, sets broad policies, and handles hiring/firing of staff.

c. DA Director: The Director is responsible for implementing the Board’s policies, and reports to the Board.

d. Boarding Administration: The Boarding Administration sets procedures for following governing policies, and recommends hiring/firing options to Director and School Board.

e. Dorm Parents: Dorm parents implement procedures as set out by Boarding Administration.

2. Evaluate the adequacy and effectiveness of this structure and the administrative responsibilities to implement it.

a. Director: meets weekly with the School Board to pray together and/or cover any current issues, and attends weekly dorm staff meetings.

b. Boarding Administration: meets with Director as needed, conducts weekly meetings with each dorm parent couple individually, as well as committee meetings with all dorm parents. The Director may request a meeting between the School Board and the Boarding Administration if issues arise that deem it necessary.

c. This structure has proven itself to be adequate in meeting the standards as set out by ACSI.

B. SCREENING/HIRING/FIRING/PLACEMENT/ORIENTATION

1. Describe the role of the Boarding Administration in the screening, selection, placement and orientation of boarding staff. 

The Boarding Administration reviews the application and portfolio of dorm parent candidates and gives feedback to the Director, who is ultimately responsible for recruitment and screening of boarding staff. The Director and the Boarding Administration conduct joint phone interviews of all candidates. The Boarding Administration, in consultation with the Director, is responsible for assignment of boarding personnel. The Boarding Administration is usually consulted on who should replace dorm parents when they go on home assignment or leave for emergencies. Personnel that fill in for dorm parents on their days off, or for other brief periods of release time, must be approved by the Boarding Administration. The board makes the final decision about any staff employment.

The Dorm Administration leads orientation seminars at the Pre-Field Orientation Program sponsored by ACSI. New dorm parents are strongly recommended to attend this program. At the beginning of each school year, the Boarding Administration provides campus orientation for dorm parents, as well as in-depth training through weekly scheduled visits with all dorm parents. The Boarding Administration encourages opportunities for experienced dorm parents to help and mentor new dorm parents.

2. Evaluate the adequacy and effectiveness of this role.

This system is adequate and effective. The DA board needs to set guidelines for who the Boarding Administration may accept to provide dorm relief.

C. SUPERVISION AND EVALUATION OF DORM PARENTS BY BOARDING ADMINISTRATION
1. Describe the role of the Boarding Administration in the supervision and evaluation of the professional boarding home staff, assistants, and helpers.

The Boarding Administration chairs the weekly dorm staff meetings which all dorm staff attends. To ensure good communication and be aware of any problems and concerns, the Boarding Administration visits each dorm weekly. This is a time for prayer, conflict resolution, accountability, encouragement and counsel. The Boarding Administration meets with dorm parents as needed when problems arise.

The Boarding Administration oversees the yearly evaluation of dorm parents by students and parents, tabulates the results and discusses areas of strength and areas of needed improvement with the dorm parents. Consistently poor evaluations may result in a recommendation for the dorm parents’ termination of ministry. The Boarding Administration coordinates and evaluates the dormitory program and communicates dorm-related concerns regularly to the Director. In addition, the Boarding Administration represents the concerns of the boarding program at the weekly administrative meetings. The Boarding Administration and DA administration provides in-service opportunities for the dorm parents to grow spiritually and professionally.

2. Evaluate the adequacy and effectiveness of this role.

The good track record and average longevity of dorm parents say it all. Our Boarding Administration is intimately involved in the care and nurture of dorm parents and their families, and the fact that we have a husband/wife team in this role more than doubles Dorm Administration effectiveness. Evaluations, which are vital to the function of any organization, are done with sensitivity and plenty of encouragement, and tough issues are faced head-on.

D. MANAGEMENT OF BOARDING HOME FINANCES
1. Describe the role of the Boarding Administration in budgeting and management of boarding home finances.

The Boarding Administration has turned over financial oversight and responsibility for the DA dorms to the Dakar Academy Business Manager. The Boarding Administration is available, however, for encouraging accountability to the budget as set up by the Business Manager and the board. Budgeting and managing of boarding home finances for the associate dorms is the responsibility of the associate dorm parents in conjunction with their mission leaders.

             2.   Evaluate the adequacy and effectiveness of this role.

This is proving to be a very adequate and effective way of managing the budget and management of the boarding home finances with the exception that the board has not worked with the dorms to bring the budget into balance.

E. BOARDING ADMINISTRATION INVOLVEMENT IN ACTIVITIES
1. Describe the role of the Boarding Administration in involvement with boarders and boarding activities.

The Boarding Administration wears many hats. The Boarding Administration is available to students for counsel and feedback. The team, as boarding relief, also periodically fills in for dorm parents on their days off. They participate in students’ activities, intramural programs, coaching, class outings, dorm outings and mentoring students. The team serves as a liaison between dorm parents and students. They, along with dorm staff, review, interpret, and clarify boarding policy and guidelines. The Boarding Administration sees that dorm activities are done in adherence with boarding policy. In his role as the school Chaplain, this Boarding Administrator leads outreach which provides additional opportunities for interaction with boarders.

2. Evaluate the adequacy and effectiveness of this role.

Our Boarding Administration has been highly effective in this role. They have been very involved all over campus. We have the advantage of having our dorms and staff housing situated quite closely together. Our traditional activities and ministries ensure that the Boarding Administration is in close contact with students each day.

F. MANAGEMENT OF THE PHYSICAL FACILITIES
1. Describe the role of the Boarding Administration in managing the physical facilities of the boarding homes.

The maintenance of dorm facilities owned by Dakar Academy is the responsibility of the dorm parents and the DA maintenance department.

The maintenance of dorm facilities of associate dorms is the responsibility of each set of dorm parents and their mission agency.

However, the Boarding Administration is responsible for ensuring that dorms meet minimal building and safety codes (fire, electrical, etc). The state of the physical facilities is part of the evaluation process. The Boarding Administration gives recommendations and suggestions for improvement, in response to evaluations, or if consulted, on specific items or projects.

2. Evaluate the adequacy and effectiveness of this role.

This role is effective in that it gives a level of autonomy to the dorm parents. The maintenance staff at Dakar Academy has proven adequate in maintaining facilities.

G. RELATIONSHIPS WITH PARENTS OF BOARDERS
1. 1. Describe the relationship of the Boarding Administration with the parents of boarding students.

Dakar Academy provides for the commencement of this relationship before the school year begins. Letters are sent from the Boarding Administration to all parents before school starts to inform parents of their child’s dorm placement and other issues. The Boarding Administration also encourages dorm parents to communicate with parents of boarders prior to the beginning of school. 

On the first day of school, the boarding program hosts a time of orientation for families of boarding students. This serves to introduce the Boarding Administration to the parents of boarders as the liaison between dorm parents and parents. The Boarding Administration encourages input from the parents of boarders by way of letters, personal visits, and the annual evaluations which parents complete regarding their child’s dorm parents and boarding facilities.

2. Evaluate the adequacy and effectiveness of this role.

This role works well for several reasons. First, parents feel free to express themselves to someone who is outside the dorm. In fact, it can happen too quickly in that some parents tend to overlook talking to the dorm parents about a problem and go straight to the Boarding Administration. The dorm parents appreciate the stance that the Boarding Administration has taken in advocating for them in relationship to parents. They ask the parents if they have already discussed the problem with the dorm parents. 

Next, the Boarding Administration encourages communication, openness, and trust between parents and dorm parents. Lastly, if a parent has tried to work out the difficulty with the dorm parents and the issue is not resolved, the Boarding Administration mediates. The Boarding Administration makes every effort to bring about peace and agreement in such situations.
II. SYNTHESIS AND PRIORITIZATION
A. List briefly what are believed to be the outstanding organizational strengths of the boarding program in meeting the criteria in this section.

1. Dakar Academy has a highly effective Boarding Administration, which is a husband/wife team. This team is a strength because of the following:

a. They have previous experience as dorm parents, though they are not presently serving in a dorm.

b. They have been a part of boarding ministries for 26 years.

c. The Boarding Administration is the voice for the boarding staff to the administration of Dakar Academy.

d. They act as a liaison between dorm staff and other staff, boarders, day students, administrators, and parents of boarders.

2. There is weekly accountability through the dorm staff meetings and through dorm visits by the Boarding Administration.

3. Parents and students are involved in the annual evaluation of the boarding program.

4. There is great collaboration and a sense of camaraderie between dorms in regard to outings, activities, and responsibilities.

B. Based on the ACSI Boarding Standards and Guidelines, the boarding program philosophy and objectives, and an analysis of evidence used to develop the responses to this section on administration and organization, identify your most important plans and recommendations for improving the organizational structure of the boarding program.

1. It is recommended that the following be changed in the Boarding Administration’s job description:

a. Addition: The Boarding Administration is responsible to find suitable coverage for dorm parents during their regularly scheduled release times. If nobody outside the boarding program can be found, the Boarding Administration will, themselves, cover dorms so that dorm parents can enjoy their release times. This is a change from how item #10 on the current Dorm Administration job description states things.  (See Appendix)
b. Addition: The Boarding Administration will act as the advocate for the dorm parents in relationships with other dorm staff, administration, students, parents of boarders, and faculty/staff of Dakar Academy. 

c. The word “attend” in item #16 of the current Boarding Administration job description should be changed to the words, “represent dorm staff to”. This implies a representation of the boarding program to the Director and administrative staff, rather than just as an inactive participant in those meetings.

2. It is recommended that, in light of the fact that there now exists a clearly defined protocol between associate dorms and the administration of Dakar Academy, the following change be implemented at the board level to create a new policy:

a. The subsidy which is currently designated for Dorm Relief be re-designated for a combination of Boarding Administration/Dorm Relief. Reasons being:

(1) This reflects the addition of providing dorm relief to the Boarding Administration’s job description, as outlined above.

(2) This reflects our belief that the position of Boarding Administration should be a paid position, in and of itself, with the understanding that dorm relief for dorm parents MUST be provided by the Boarding Administration, but precludes the possibility that the position of Boarding Administration would be assigned to somebody who already has a full time ministry at Dakar Academy.

(3) The current success of the boarding program is largely due to the fact that there is Boarding Administration who has the time, desire and gifts to ensure that each of the criteria in the job description is carried out. Without a Boarding Administration who is solely focused on ministry to those involved in the boarding program, who is not engaged in other full-time ministry, we believe the boarding program would cease to maintain its current level of excellence.

C. What plans have been made and/or what steps have been taken to implement these recommendations? The committee should develop at least one action plan which addresses one of these recommendations as identified in question II above. That action plan should include:

· A clear statement of the goal to be accomplished.

· A statement of rational, referencing the school’s boarding philosophy and objectives, or an accreditation standard.

· The specific steps to be followed in the plan, including a proposed timeline. The person(s) responsible, the resources needed, the method by which progress towards the goal will be monitored and plan for communication progress in this plan to all interested parties.

1. First Recommendation

a. GOAL: To address recommendations B. #1.a. and C. #2 above:

b. MEANS: Combine the Boarding Administration responsibilities with the boarding relief position, so that the subsidy, which is currently earmarked for Dorm Relief only, can be extended to also provide for Boarding Administration. (We realize that this takes the current SB minute (FB-08-18) a step beyond its reference to the present Boarding Administration and the fact that relief has been provided by people already receiving subsidies for other responsibilities. The goal is to make this a long term arrangement so that, in the event the Evans no longer fill this role at DA, Boarding Administration will still be provided for, in conjunction with Dorm Relief.)

c. RATIONALE:

(1) The position of Boarding Administration, which would guarantee coverage for dorm parents on their times off, provides greater stability, continuity and longevity within the boarding program.

(2) The Boarding Philosophy (see Appendix) states that we want to provide a “caring, happy, trusting, and home-like situation in the dorms”. We believe this is more effectively accomplished under the leadership of a Boarding Administration who is fully committed to the boarding program, as opposed to shouldering this responsibility in addition to another full-time position.

(3) In fulfillment of the Boarding Governance Policy 5.3 mandate of “assisting the Director in the oversight of the boarding program to include: protection, nurture, assisting boarding staff, communication and equitability in procedures including discipline,” the subsidized role of the Boarding Administration/Dorm Relief would ensure that these weighty responsibilities be entrusted to someone with time and energy to accomplish them.

(4) According to the Boarding Philosophy, “the boarding staff operates as a team, including teachers, administrators, boarding home parents, and parents”. The realization of this goal is far more obtainable under the leadership of an individual who is fully committed and delegated to the boarding program.

(5) In combining the positions of Boarding Administration and Dorm Relief under one subsidy, which is already budgeted, the responsibility to ensure coverage for dorm parents on their days off becomes that of the Boarding Administration. Thus, coverage is still guaranteed for dorm parents during their time off, but the expanded role does provide a greater ability to adhere to our guiding principles and philosophy.

d. STEPS TO FOLLOW:

(1) Submit this goal to the School Board at their November meeting. (We feel this is already working in current practice so we request that it be made a permanent change.)

(2) Publish decision in School Board minutes from their November meeting.

(3) Implement in the 2009/2010 school year. 

e. Board Decision: When this recommendation was submitted to the School Board at the November meeting, it was the decision of the School Board that they not take action on this recommendation for the following reasons:
1. The current administrative structure at Dakar Academy is to plan the administrative duties as roles and not positions. Both Elementary and High School Principals are roles and not positions, same with the Boarding Administration.  All three of these roles require specific certification and experience.  All three are essential to the running of the school.  This structure was put in place by the previous Director.  It is a system that is working well and the current Director has chosen to retain this structure.
2. We do not want to combine the position of Dorm Relief with the role of Dorm Administration because:

a. It limits the Director in who can fill those roles, although in reality, it will often be filled by the same person(s).
b. We might have to eliminate the position of Dorm Relief if our program becomes too small or if we do not have a way to fund this, but we will not eliminate the role of Dorm Administration, no matter how small our boarding program becomes.  We will always have dorm relief, but it will not always be guaranteed as a position.
c. The Dorm Relief position monies are part of the deficit in the boarding budget that has to be fixed. To propose that these overdraft funds can be moved from one place to the other is not financially responsible.

3. Finances:  We are trying to balance our dorm budget, and we cannot at this time add another position to an overextended budget.
f.
Subsequent Resolution: After much discussion between dorm staff and the School 
Board, it has become obvious that the two groups are philosophically at odds 
regarding the dorm staff’s recommendation. Both sides feel the ministry of Boarding 
Administration is important for the success of the boarding program, but differ on 
how the ministry should be assigned (role vs. position).
The dorm staff is concerned about what would happen if the Evans were to leave DA in the future. In order to address that concern, consensus was gained between this committee, dorm staff, and the School Board by all agreeing:

(1) On a list of qualifications that would have to be met by anyone filling the role of Boarding Administrator. (See Appendix)

(2) To set up a task force to do a feasibility study researching creative ways to make it work financially. This task force would be composed of dorm staff members, School Board members, and members of the administration who, while taking into consideration the historical administrative structure at DA, would be willing to look at other administrative structures worldwide that currently subsidize the position of Dorm Administration, in an attempt to discover if there is a way to make it work financially here at DA.

III. DATA ATTACHED

· Attached: Organizational chart showing administrative relationships
· Appendix:  Policies that reflect organizational roles/relationships:



Boarding Manual
Abuse policy

Advocacy policy

Crisis contingency plan

Dorm Administrator job description

Qualifications for Dorm Administration
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