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INTRODUCTION 
The following document reflects the refreshed governance structure and policy of 
Yayasan Kul-Kul, the foundation that operates Green School Bali on a not-for-profit basis 
and in accordance with Indonesian law. 
 
This model builds on the governance structure and policy introduced in 2016 and the 
adjustments to the model are evolutionary in nature. The purpose of the change is to 
better support growth, organisational health and to create a bigger impact globally in 
line with the School’s mission of “A community of learners making our world 
sustainable”. 
 
Making adjustments to the structure, membership and processes provides an 
opportunity to clarify decision-making, synchronise effort and communicate with clarity. 
Getting the structure right is half of the equation. How it is implemented, communicated 
and sustained is the other half. A smooth transition and an ongoing, visible commitment 
to the mission generates trust, harmony and harnesses forward momentum. 

PHILOSOPHICAL BASIS 
Governance is "the process of decision-making and the process by which decisions are 
implemented (or not implemented)."   According to Prof. Gollob, who conducted an 1

independent review of the School’s governance in 2016, “good governance practices in 
schools support the school by helping it to manage its resources so it can deliver quality 
education.” 
  
Green School’s mission and the Green School Way is the basis for its governance model 
 

Mission 
A community of learners, making our world sustainable 

  
The Green School Way 

Green School educates for sustainability through community-integrated, 
entrepreneurial learning in a wall-less, natural environment. 

Our holistic, student-guided approach inspires and empowers us to be green leaders.  

 
“Green School understands its general structure as a community of learners, which not 
only focuses on a school for young students, but it also includes learning opportunities 
for faculty, local community, staff, parents and other stakeholders. The community of 
learners is a holistic understanding of the various people related to Green School who 
altogether contribute through learning, teaching, educating and creating impact to Green 
School’s overall goal and mission of ‘making our world sustainable’.” 

1 https://en.wikipedia.org/wiki/Good_governance  

 

https://en.wikipedia.org/wiki/Good_governance


“Schools, as learning communities, need to model the vision of a sustainable world, in 
their educational practice as well as in their management, and governance.” 
 
In building on this foundational analysis, in 2019 the School embarks on the next 
evolution of its governance system. Evolving the inclusive decision-making model 
implemented in 2016, the refreshed model is designed to both broaden the scope and 
increase the impact of being a community of learners making our world sustainable. 

GOALS 
The main purpose of reviewing and evolving the governance structure of the School is to: 
 

1. Re-align the organisational and procedural structures of Green School to support 
growth, consistent with the mission and goals of the School 

2. Realise the shared benefits of strategic alliances and facilitate the 
harmonisation of the School with other enterprises, organizations and the Green 
School Support Office (GSSO), responsible for opening new Green Schools 

3. Create a decision-making structure that is clear, efficient, and transparent to all 
parties of the community of learners 

4. Establish a clear division of power between long term strategic thinking and 
daily operational business, and delegate the right level of authority and 
responsibility for implementation 

5. While recognising that the School is not a democracy, ensure that all parts of the 
Community of Learners are represented, are able to contribute perspectives 
and make decisions taking into consideration the principles of gender balance, 
diversity and equity 

6. Ensure that members of the governance system possess the competencies and 
skills that are required to manage Green School 

7. Maintain management stability and high levels of trust through change and to 
support future governance member succession 

8. Guarantee continued compliance with all applicable laws of Indonesia 

 
LEGAL CONTEXT 
Green School Bali operates within an Indonesian foundation named Yayasan Kul-Kul and 
according to the legal parameters of the laws pertaining to foundations in Indonesia. 
 
The School’s governance organisation must comply with the regulations of foundations 
in Indonesia, and align with the Deed of Establishment and Articles of Association of 
Yayasan Kul-Kul.  These documents are held in the offices of the Yayasan Board and 
copies are on file with the Indonesian Ministry of Law & Human Rights. 

 

 



ORGANISATION OVERVIEW 
Green School Bali has the following main governing bodies: 

1. Trustees (Pembina) 
2. Supervisors (Pengawas) 
3. Yayasan Board (Pengurus) 
4. Board of Learners (Dewan Sekolah/School Board) 
5. Green School Executive Committee (referred to as GSEC) 

 
The summarised overview of the structure below, is followed by a more detailed 
explanation of the different governance bodies, their duties, authorities and 
membership. 
 
This table shows the governance organs applicable under the Yayasan Kul Kul articles. 

GOVERNING BODY  ROLE & AUTHORITY  MEMBERSHIP 

Trustees 

Strategic in nature, sets strategic 
goals, determines strategic 
alliances and holds responsibility 
for financial controls 

Members appointed and 
dismissed by the Trustees 
themselves (meets quarterly) 

Supervisors 
Compliance with Yayasan articles 
and applicable laws, supervises 
the work of the Pengurus 

Members appointed by the 
Trustees (meets as needed) 

Yayasan Board 
Formal administration and legal 
representation of the School 

Members appointed by the 
Trustees (meets as needed) 

Board of 
Learners 
(School Board) 

Strategy implementation with 
budget and operations oversight. 

Membership by School position, 
elected by stakeholder group and 
by appointment by Trustees 
(meets monthly) 

GS Executive 
Committee 

Day to day management of the 
School with associated 
decision-making authority 

School leadership team, 
comprisingManaging Director, 
Heads of Departments and 
advisors (meets weekly)  

 

 

 

 

 



Representation and participation of the main stakeholder groups within the Community 

of Learners is summarised below: 

BALINESE 
COMMUNITY  STUDENTS  TEACHERS/STAFF  PARENTS  INTERNATIONAL 

NETWORK  FOUNDERS 

LSP Banjar 
Association 

GS Student 
Association 
(GSSA) 

Faculty 
Advisory 
Council (FAC) 

GS Parents 
Association 
(GSPA) 

Green School 
Support 
Office (GSSO) 

John and 
Cynthia Hardy 

Represented 
at the 
Trustee, 
Board of 
Learners 
and GSEC 
levels 

Two elected 
student 
members on 
the Board of 
Learners 
and from 
time to time 
at GSEC 

Elected 
teacher 
representative 
on the Board 
of Learners. 
Staff 
represented 
by the Head of 
People and 
Community 

Elected parent 
representative 
on the Board 
of Learners. 
Two current 
parents 
members of 
the Trustees 

Represented 
at the Trustee 
level as 
appropriate 
to the 
strategic 
nature of the 
relationships 

Not part of the 
formal 
governance 
model but 
remain closely 
connected and 
respected in 
the School 

DUTIES, AUTHORITIES AND MEMBERSHIP 
 
Trustees (Pembina) 
The Trustees are the Yayasan’s highest decision making authority and are the guardians 
of the mission, the values of the School and the legacy of the Founders.  Their role is 
strategic in nature, not operational.  They approve the Strategic Plan, appointment of 
members to the Yayasan Board and Board of Learners, the selection of Head personnel, 
the annual plan and the annual budget. They bring objectivity and operate at arm’s 
length to the day-to-day operations of the School.  The Trustees also oversee the 
interconnected enterprises and strategic alliances which broaden the community of 
learners, progress the mission and the Yayasan’s relationship with GSSO. 
 
Main duties and authorities: 

a. Driving the School and aligned enterprises with the cooperative mission of “A 
community of learners making our world sustainable”. 

b. Ensure a strategic approach to the school’s future by setting major goals, 
strategies and policies associated with the Strategic Plan and overseeing 
implementation of the Plan. 

c. Approving:  
▸ The hiring or dismissal of key personnel, including the Managing Director, 

the Chair of the Board of Learners, and “Head” positions 
▸ Changes to the Green School brand definition, including look & feel and key 

promises 
▸ Annual plan and budget 
▸ Capital investment and balance sheet matters over USD 25k 
▸ Commitments outside of approved budget over USD 25k 

 



▸ Changes to the budget over USD 25k 
▸ The establishment or discontinuation of any strategic alliances, businesses 

or operating areas 
▸ Long term financing matters 

d. Supporting the School community to share and connect with the world through 
representation, networking and supporting annual fundraising efforts.  

e. Living and demonstrating the School’s values and ethos. 
f. Decisions on the amendment to the Articles of Association* 
g. Appointment and dismissal of members of the Yayasan Board, the Board of 

Learners and the Board of Supervisors.* 
h. Stipulation of the Foundation’s general policy based on the Articles of 

Association.* 
i. Ratification of the Foundation’s annual work program and draft budget.*  
j. Stipulation of decisions on the merger or dissolution of the Foundation.* 
k. Ratification of annual reports.* 
l. Appointment of liquidator in the event of dissolution of the Foundation.* 

 
*Duties and authorities stipulated by law 
 
Membership 
The Trustees bring together the expertise, competencies, relationships and personalities, 
to help drive and support the school to aim high and to fulfill its ambitions.  Members 
include people who hold the history of the School, embrace its mission, embody the 
values and can bring expertise necessary to develop and keep its strategy and financial 
sustainability.  Members are appointed and can be dismissed by the Trustees themselves, 
with attention to maintaining a healthy mix of nationalities, gender, skills and 
experience. Trustees are not compensated for their service to the School. 
 
Meetings 
The Trustees meet four times a year, and more often if required. Quorum is half of the 
members. Resolutions are communicated to the Board of Learners and School 
management and are published except for private or sensitive information. 
 
Supervisors (Pengawas) 
The Supervisors is a body required by law, whose function is to ensure that the Yayasan 
complies with all applicable regulations, as well as its own articles and bylaws.  Green 
School Bali Supervisors provide senior legal assistance and may challenge the Yayasan 
Board and the Board of Learners on its practices if needed.  A minimum of one 
Supervisor is required. The supervisor(s) have the right to attend all Yayasan Board and 
Board of Learners meetings. Supervisors may receive compensation for their service to 
the School. 
 
Main duties and authorities: 

a. Review and monitor adherence to systems of risk management, governance 
compliance and legal compliance. 

b. Supervise and provide advice to the Yayasan Board and the Board of Learners in 
carrying out the Foundation’s activities*. 

 



c. Enter buildings, premises, or other places used by the Foundation, examine 
documents, examine books and compare them with the cash money*. 

d. Know of all actions undertaken by the Yayasan Board and the Board of Learners*. 
e. Give reprimand to the Yayasan Board and the Board of Learners, in the event that 

such member(s) of the Yayasan Board and the Board of Learners act(s) 
contradictory to the Articles of Association and or applicable laws and 
regulations* 
 

*Duties and authorities stipulated by law 
 
Membership 

▸ Minimum one member, no maximum 
▸ One or two members bringing a mix of legal and financial expertise is the 

preferred composition 
▸ Members are appointed and can be dismissed by the Trustees 
▸ The term of membership is three years 

 
Meetings 
The Supervisors have the right to attend all Yayasan Board and Board of Learners 
meetings.  Outside of the Board meetings they meet when needed.  Minutes and reports 
are not published. 
 
Yayasan Board (Pengurus) 
Maintaining the standing, reputation and freedom to operate for the School in the 
Republic of Indonesia, the Yayasan Board play a specific and important role. It comprises 
a small and formal group which comes together for the purposes of executing on certain 
administrative and legal affairs. 
 
Main duties and authorities:  

a. Reviewing and signing employment and other contracts 
b. Applying for and maintaining all licenses and permits 
c. Opening, administering and closing bank accounts 
d. Filing tax reports in an orderly and timely manner and ensuring the School’s 

overall financial compliance in general 
e. Preparing, publishing and filing the School’s bi-lingual Annual Report 
f. The maintenance and safe-keeping of the School’s constitutive and other legal 

documents 
g. Representing the School with government officials and agencies including the 

Ministry of Education and Department of Immigration 
h. Organizing for the appropriate acknowledgement and celebration of important 

National holidays 
i. Representing the School in the receiving of official visitors and ensuring that 

appropriate protocols are followed 
j. Providing guidance to the School on the appropriate approaches to marking 

Balinese days of significance 
k. Managing local community relations 

 

 



Membership: 
▸ Three members including a Chair, a Secretary and a Treasurer 
▸ Members are appointed and can be dismissed by the Trustees 
▸ The term of membership is two years 
▸ Members receive compensation for their service to the School 

 
 
Meetings:  
As required and at least two times per year. Minutes are recorded and resolutions are 
communicated. 
 
Board of Learners (Dewan Sekolah/School Board) 
The Board of Learners is a representative body of the main stakeholders of the 
community. Members are either active in the School or are close to it and deeply 
understand the School and its goals.  The Board is empowered to make decisions needed 
to deliver the agreed strategy and annual plans. It supports, monitors progress and 
drives implementation of the School’s strategic goals and operational targets. 
 
Members of the Board include the senior leadership of the school and representatives of 
teachers, students, parents and the local community.  A number of individuals are also 
invited on the Board who have the skills and availability to help the School deliver its 
promises.   
 
Members serve as volunteers by law (unless employed by the School). The Board meets 
monthly, unless otherwise agreed to meet less frequently. 
 
Main duties and authorities: 

a. Overseeing all aspects of the School to ensure their alignment with the 
progressession of the mission of “A community of learners making our world 
sustainable” 

b. Nurturing a passionate and engaged community of learners including supporting 
the leadership team of the School and being visible and engaged within the 
community 

c. Reviewing and recommending to appoint or remove any “Head” positions within 
the School, with approval from the Trustees, and providing ongoing support, 
performance reviews/feedback and remuneration reviews 

d. Preparation of the School’s strategic plan and, in consultation with the Managing 
Director and GSEC, the annual budget for Trustee approval 

e. Implementation of the strategic plan, including regular and end of year reviews of 
progress against goals and targets and monitoring of the budget throughout the 
year 

f. Support the development, approval and implementation of school-wide risk 
assessment and risk mitigation policies and procedures 

g. Approval of: 
▸ significant changes to the learning program and school environment 
▸ significant changes to the KKC/LSP programs 
▸ school policies 

 



▸ establishment, focus and winding up of social enterprises 
h. Support annual fundraising goals for the School, determine campaign focus and 

allocations of funds raised 
i. Conducting an annual review of the Board’s own performance (ie: self-appraisal). 
j. Final review forum for disciplinary matters 
k. Supporting the School community to share and connect with the world including 

networking, representation and support for fundraising campaigns and 
community events 

l. Living and demonstrating the School’s values and ethos, operating with maximum 
transparency and professionalism 

 
The Board may also establish and empower cross-community Sub-Committees as 
appropriate. 
 
Membership 
Members serve on the Board of Learners for two year terms (unless representative 
membership which is renewed annually), and can be re-appointed.  Members are 
appointed by representative vote or directly by the Trustees via an open and inclusive 
selection process and with attention to strategic needs, equal gender representation and 
mix of nationalities. Members of the Board of Learners includes: 
 

a. Chair of Board of Learners 
b. Members based on role: 

▸ Managing Director 
▸ Head of Teaching and Learning - Principal 
▸ Head of People and Community 

c. Members elected by stakeholder group: 
▸ Parent Association Chair 
▸ Teacher representative 
▸ Student representatives (two) 

d. Indonesian community representative(s) 
e. 1-3 members appointed based on merit and skills, via an open process and 

inclusive selection process, and approved by the Trustees. 
 
The Board elects a Secretary and a Treasurer from among its members. 
 
Sub-Committees 
It is envisaged that the Board will establish standing or ad-hoc sub-committees to give 
focus to specific priorities, broaden the inclusion of talent and skill from others within 
the community and to handle confidential matters eg: GSEC member performance 
reviews. It is expected that standing sub-committees will be formed around Culture, 
Sustainability and REAL learning as strategic priorities (2019-21). 
 
Meetings 
The Board of Learners meets every 4-6 weeks, except for School breaks, and more often 
if required. Quorum is half of the members. It is expected that members miss no more 
than 2 (two) meetings per year. Resolutions are published in a timely fashion, except for 
private or sensitive information. 

 



Chair of the Board of Learners 

The Trustees appoint the Chair to the Board of Learners.  The role of the Chair is to 
energise the Board, ensure voices of stakeholders are heard, meetings are well facilitated 
in pursuit of a consensus decision-making approach, to lend direction and wisdom to the 
implementation of the strategy, and have final say in case of disagreement. 
 
Green School Executive Committee 

The Green School Executive Committee (GSEC) is comprised of members of the senior 
leadership in the School who make operational decisions week by week. An important 
role of this team is to ensure that anything that goes to the various Boards is relevant, 
well-prepared and pre-vetted for quality debate and decision-making. 
 
Main duties and authorities: 

a. Representation of the School in line with the founding philosophies and modeling 
the School values 

b. Take a collective approach to ensure synchronisation across departments and 
maintain a collaborative decision-making approach  

c. Mobilise the resources of the School to deliver on strategic goals including staffing 
decisions within budget, including allocation of people resources and second tier 
structural changes 

d. Appointment, removal, performance management and development of direct 
reports of all Head positions 

e. Approving contracts, agreements and making commitments within approved 
budgets and plans for execution by the Yayasan Board 

f. Preparation of proposals going to the Board of Learners or Trustees 
g. Individual financial aid decisions within policy 
h. Decisions on whole of School events and projects 
i. School-wide priority setting by month 
j. Community disciplinary actions 
k. Non-major changes to the learning programme and learning environment 
l. Policy proposals and development of policy for Board of Learners or Trustee 

approval 
m. Delegation of any of its powers to individual department Heads 

 
Membership 

▸ Chair (as recommended by the Board of Learners and approved by the Trustees) 
▸ Managing Director 
▸ Head of Teaching and Learning - Principal 
▸ Heads of Learning Neighborhoods 
▸ Head of People and Community 
▸ Head of Finance 
▸ Other members as invited by the senior school management team based on 

agenda items, knowledge and/or skills 
 
Meetings 
Weekly or more frequently, as appropriate.  Minutes are not published. 
 

 



FINAL NOTES 
 

This model of Governance draws on good practise in the not-for-profit sector and from 
the learned experience of the School.  Ensuring that it is implemented and sustained in a 
way that is true to the philosophy/intention and Green School values is critical. 
Participation, respect, fairness, honesty and credibility must be hallmarks of the model 
in action.  Each member of the governing bodies must work to establish their own, 
individual credibility and build relationships and trust from within the community itself. 
Balancing consultative and collaborative decision-making with efficient, agile and timely 
action requires good judgement, compromise and an absolute focus on the strategic 
priorities and goals of the School.   
 
All stakeholders are asked to join forces in this continuing journey to help develop and 
realise the Green School dream. 

 


