Alumni–Director Partnership Compact
A working agreement between the alumni association and the university band director

This compact is not a legal contract. It is a shared written understanding between the alumni association and the band director, establishing the terms of a healthy working partnership. Both parties enter into this agreement voluntarily and commit to revisiting it annually.
The purpose of this compact is to prevent misunderstanding, not to constrain either party. When roles are clear and expectations are shared, the program’s mission advances. When they are not, even small disagreements become structural conflicts.
PART A: PARTIES TO THIS COMPACT
Alumni association:  e.g. University Marching Band Alumni Association
Band director:  Full name and title
University liaison (if applicable):  Name and role of any university contact involved in this compact
❶ Shared Purpose
Write one sentence that both parties would co-sign — what this partnership exists to do. This becomes the north star when disagreements arise.
Example: “We exist to support a thriving, student-centered band program that connects past, present, and future members of this community.”
Our shared purpose:  
	


❷ Lane Definitions — Who Controls What
Fill in the exclusive responsibilities of each party. These are decisions each side makes without requiring the other’s approval. Be specific — vague lanes become gray zones.
	Director controls exclusively
	Alumni association controls exclusively

	[EDIT THESE EXAMPLES]
Artistic direction and repertoire selection
Student membership, auditions, and participation requirements
Rehearsal schedule, structure, and instructional decisions
Hiring and management of program staff
Program communications to enrolled students
	Fundraising, donor relationships, and fund disbursement
Alumni engagement events and activities
Scholarship criteria and selection process
Communications with graduates and alumni community
Association bylaws and board governance


❸ The Grey Zone
These are areas where both parties have a legitimate interest. Name them explicitly so they can be navigated collaboratively rather than contested.
	Identify the areas that feel jointly owned: [edit examples given and provide your own]
Program identity, branding, and how the band is represented publicly
Use of association-raised funds that affect program operations
Communication with current students’ families
Event planning that involves both alumni and the active program


❹ Consultation Triggers
A consultation trigger is a specific action that requires one party to seek input from the other before proceeding. This is not an approval requirement — either party can still act but must first consult. 
[Add or remove rows as needed.]
Format: “Before [action], the [party] will consult [the other party] to ensure [shared interest].”
	Before this action…
	Consult…
	To ensure…

	[action]
	[person/contact]
	[shared interest]

	[action]
	[person/contact]
	[shared interest]

	[action]
	[person/contact]
	[shared interest]

	[action]
	[person/contact]
	[shared interest]

	[action]
	[person/contact]
	[shared interest]


❺ Communication Norms
To reduce the chance of surprises, both parties agree to the following:
Regular check-in cadence:  [e.g. quarterly calls, pre-season meeting]
	Primary point of contact
University Band Program side
	Primary point of contact
Alumni Band Assoc. side

	Name, title,  and preferred contact method
	Name, title,  and preferred contact method


Preferred channel for routine matters:  [e.g. email, shared Google Doc]
Preferred channel for urgent or sensitive matters:  [e.g. phone call, in-person meeting]

We agree that: Neither party will publicly represent a position on behalf of the other without prior conversation. Concerns will be raised directly and privately before being escalated. Both parties will assume good intent unless evidence clearly indicates otherwise.
❻ Escalation Pathway
When a disagreement cannot be resolved through direct conversation, the following steps apply in order. The goal is always to resolve at the lowest level possible.
	Stage
	What happens

	1. Direct conversation
	The two parties talk it through using the conversation framework

	2. Facilitated discussion
	A neutral third party (e.g. alumni association president + university liaison) joins

	3. Formal escalation
	Name the person or office: ________________________

	4. Written decision
	The outcome is documented and added to this compact at next review


❼ Annual Review Commitment
This compact will be reviewed each year by both parties. Either party may propose additions, removals, or changes. Any changes require mutual agreement and are recorded below.
Review Cycle: [e.g., reviewed annually each May]
	Review date
	Changes made
	Initials of both parties

	
	
	

	
	
	

	
	
	

	
	
	


❼ Signatures
By signing below, both parties confirm they have read, discussed, and agreed to the terms of this compact. Either party may withdraw from or request revision of this agreement at any time through direct conversation.
University Band representative:

	Name
	
	Title

	Signature
	
	Date


Alumni association representative:

	Name
	
	Title

	Signature
	
	Date



The goal of this compact is not to create bureaucracy — it is to protect the relationship. 
Clear expectations made in a moment of goodwill are the best insurance against conflict.	1
