Acknowledgements

Financial Assistance
for the Research and Publication
of Get On Board!

was provided by
The Edmonton Community Foundation.

Editing and Layout : Sheila Kushniruk
Cover Design : Ron Gauthier

Text Cartoons : Rod McConnell

Project Supervision: Jonathan Murphy

)

Further copies can be obtained from:
Edmonton Social Planning Council
#41, 9912-106 Street
Edmonton, Alberta TSK 1CS5
Telephone (403) 423-2031

© 1992, Edmonton Social Planning Council.
Agency member of the United Way of Edmonton and Area



Get On Board! is intended only as a guide
to non-profit board development.
Neither the author of the workbook
nor the Edmonton Social Planning Council
accepts any responsibility for legal
or financial difficulties arising
Jrom implementation of the advice in Get On Board!

Get On Board! is based on Canadian and Alberta law and practice.



e

A g

III.

VI.

GET ON BOARD!

EDMONTON SOCIAL PLANNING COUNCIL
1992

OUTLINE

INTRODUCTION
1. The purpose behind the book
2. Remembering the dedication to a cause

NON-PROFIT ORGANIZATIONS

3. Becoming a non-profit

4. Are there differences between for-profit
and non-profit organizations?

BOARD TRUSTEESHIP
5. Why have boards?
6. Board accountability

BOARD MEMBERSHIP

7. Structure and size of a board

8. Board membership

9. Board orientation and recruitment

MISSION AND MANDATE
10. The mission statement
11. The target population

BOARD PLANNING
12. The vision statement
13. Goals and objectives
14. The action plan



VIL THE EXECUTIVE DIRECTOR AND OTHER STAFF
15. Function of the executive director
16. Relations between the board and the executive director
17. Board relations with the other staff members

VIIL LEGAL AND FINANCIAL RESPONSIBILITIES OF THE BOARD
18. Legal and ethical responsibilities
19. Insurance for boards
20. Role of board in fund-raising, lobbying, and advocacy

IX. COMMITTEES OF THE BOARD
21. Purpose and types of board committees
22. An alternate model of board committees

X. MEETINGS OF THE BOARD
23. The board’ s year of meetings
24. Setting agendas
25. Maintaining order in meetings
26. Decision-making in meetings

XL CONFLICT MANAGEMENT
27. Personality conflicts
28. Values conflicts
29. Mechanism for conflict resolution

XIIL BOARD EVALUATION
30. On evaluations
31. Evaluating the board
32, Evaluating the executive director
33. Evaluating the agency and its programmes

XI111. APPENDICES
34. Bibliography
35. Where to go for more information in Alberta
36. Information about the Edmonton Social Planning Council



e g T

Part One

Introduction

1. The purpose behind the book

Non-profit  organizations are full of well
intentioned individuals. Indeed, the dedication
which volunteers and staff of non-profit organiza-
tions show in their work is invaluable. Where
would our society be without non-profit organiza-
tions and their hard-working members?

Equally important for a successful non-
profit organization, however, are certain organiza-
tional skills. This book aims at helping to develop
some of those skills for board members of non-
profit societies. Board members are some of the
most essential volunteers in a non-profit organiza-
tion: they hold the ultimate responsibility for the
direction and maintenance of an organization. A
heavy demand! _

Most board members of non-profit socie-
ties have had years of relevant experience. All of
the individual board members draw upon this expe-
rience when they are asked to deal directly in help-
ing people. Cultural or arts groups, and political
advocacy groups may also find this workbook use-
ful. There are, of course, all kinds of such organi-
zations: from infant care centres to seniors’ lodges,

from disease prevention groups to palliative
homecare, from political action caucuses to per-
formance groups. All of these may benefit from use
of this book. |

This workbook is especially designed for
overworked non-profits (is there any other kind?).
Therefore, any of its exercises, placed at the end of
each section, can either be done as a group,
whether that is the board as a whole or any of its
committees, or each of them can be completed by an
individual, away from a board meeting, perhaps as
preparation for a board meeting. It is up to the non-
profit group how you would like to work with it.
Get On Board! can also be done in conjunction
with further board development, including an out-
side facilitator from The Edmonton Social Plan-
ning Council. At the end of the book is a
bibliography of useful books and articles, arranged
according to topic, for groups wanting further infor-
mation.

Above all, Get On Board! is intended to be
useful. Write in it, photocopy the exercises (for
your own personal use only, please), underline in it
or highlight sections. And if some parts of it seem
strange, or unhelpful, or for any reason inappropri-
ate to your board, change them as you see fit. Re-
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member, you are the experts in your field. Sift
through the advice which is offered here, and keep
only what you like.

“..hundreds of leaders in
thriving community organizations
[were asked] what makes their
group succeed. “Strong board of
directors” was on every list.”

Joan Flanagan, The
Successful Volunteer Organiza-
tion (1981:118)

2. Remembering the dedication to a
cause

One thing that non-profits all have in common is
volunteers (often the same volunteers!).
Voluntarism, the practice of helping others, has a
long and distinguished history. You should already
be proud of yourself, for continuing in this fine tra-
dition.

Sometimes, everyone loses sight of the for-
est for the trees. When volunteer board members
are besieged by seemingly endless meetings, and
overwhelmed by mountainous piles of paper, it is
difficult to remember the dedication which first at-
tracted them to the cause. This is a common feature
of non-profit organizations.

When this happens, it is important to take
time to regain the perspective that as a board mem-
ber, you are helping others. What exactly this
means can vary from one individual to another. It
might mean re-reading the documents or book that

first got you “fired up” about the cause; it might
mean spending an afternoon as a front-line volun-
teer; it might mean writing a letter to the newspaper
trying to promote public awareness of your organi-
zation’s issue. Whatever it is, it is very important to
do.

In Section XII of Get On Board! can be
found a discussion of the principles of evaluation.
Although no one seems to like evaluations, they are
extremely useful for a number of reasons. The rea-
son which is important here is in reminding board
members of the value of their organization. Com-
paring the “before” to the “after” pictures can be a
valuable way of recognizing just how influential
your organization is for changing your corner of
society. When you begin to question whether all of
your work has really made a difference, it is time to
examine your organization’s evaluations. They will
almost always show that you have made a differ-
ence.

How big of a difference your group can
make depends on a lot of factors: some beyond your
control, other well within it. Boards which are ef-
fective, committees and meetings which are stream-
lined and well run, and group interaction which is
able to deal well with conflict are perhaps the factors
over which you have the most control. An organi-
zation which is “organized” is much better able to
influence society for the better than one in which the
biggest problems lie inside the agency. An effective
organization also helps board members devote their
energies to the cause instead of wasting them on the
problems of the agency.

So look at Get On Board! as an aid to
rededicating yourself to your cause.
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“A group needs more than
an issue, a goal, or a mission in or-
der to make something happen. It
needs a well-thought-out program,
a sound financial base, and effec-
tive staff and board of directors,
and good community relations.”

Joan Hummel,
Starting and Running a
Nonprofit Organization (1980:5).




Exercise One

Why did I get involved in this organization?

Rate answers from 1 (for most important reason) to 10 (for least important reason). This is a con-
Jidential exercise. Adapted from Lorie McMullen, The Board Staff Workbook (no date:3).

Rafing

For the personal satisfaction?

To utilize special knowledge or skilis?

To acquire special knowledge or skills?

To be involved in activities which are important to me?
To be involved with others?

To help others?

For recognition? ' -
To help previously received? S
To strengthen my personal sense of purpose? S
To utilize my leisure time?

Other




Exercise Two

Answer the following questions. Share your answers with other board members, if you like.

When anyone asks me, “what does this organization do?”, how do I answer?

Of all of the things which this organization has done, which one gives me the greatest sense of pride
or accomplishment?

What was the situation in the community on our agency’s issue before this organization got started?

What would the situation in the community be like if this organization did not exist?

Of all of the projects in which I am involved right now (including work, home life, etc.), how does my
participation in this organization rate, in terms of interest and sense of personal fulfillment?

Circle one. Highest High Average Low Lowest



Part Two

Non-Profit Organizations

3. Becoming a non-profit

A non-profit organization may be defined in the fol-
lowing way:

“..a nonprofit organiza-
tion is, in essence, an organization
that is barred from distributing its
net earnings, if any, to individuals
who exercise control over it, such
as members, officers,
directors, or trustees...”

Henry Hansmann,
The Yale Law Journal (1980:838).

The Ministry of Consumer and Corporate
Affairs handles the incorporation of provincial non-
profit societies in Alberta, under the Societies Act.
Most other provinces and states have similar proc-
esses for incorporation. Incorporation may also be
done with Revenue Canada Taxation, according
to the Canada Corporations Act, for national or
interprovincial organizations. Both acts, and the
equivalent acts of other provinces, require that non-
profit societies have a constitution or bylaws, which
enumerate their regulations in a legally binding way.
All non-profits must also be supervised by a board
of directors, elected from the membership. Non-

profits are also obliged to hold a general meeting at
least once a year, in which changes to the bylaws are
approved by the general membership, and in which
elections to the board are held.

Why would an organization wish to be in-
corporated, and gain charitable status? Often, the
reason is financial: an organization needs to raise
money and believes that it can attract donations or
government grants if it does these things. This is
because a group must become a non-profit society
before applying for Charitable status, after which
all donations arc exempt from federal income tax.
This is a federal matter, under the jurisdiction of the
Charities Division of Revenue Canada. Not all
non-profit societies are eligible: some recreational
and political organizations cannot receive tax-ex-
empt status. Organizations may seek to learn
whether potential donors are influenced by tax ex-
empt donations, and whether they are eligible for
government grants and program money before be-
ginning the lengthy process of incorporation and
receiving charitable status.

There are many other reasons why an or-
ganization may wish to be incorporated, as indicated
by Lorie McMullen in The Board Staff Workbook:

1. A corporation has a legal existence



which is more definite and perma-
nent.

2. Members of the organization hold only
limited personal liability for debts
or other liabilities of the society.

3. The incorporated organization may
hold title to property and contract
in its own name.

4. Incorporation gives any majority of
members the power to bind others
by their acts.

5. Incorporation is often necessary to re-
ceive funding from governments,
foundations, and other funding bod-
ies.

6.  Incorporation lends credibility to an
organization before the community,
governments, funders and support-
ers.

Likewise, there are alternatives to incorporation as a
non-profit society, as Joan Flanagan lists in her
book, The Successful Volunteer Organization.
Some of these are: remain an informal group; join
with an already existing larger organization with a

similar mission; become a co-operative, a collective

or a for-profit corporation.

There are advantages and disadvantages to each. If
you are considering non-profit status, it might be
helpful to list on a piece of paper reasons for and
against incorporation. 'This can be done individually
or in a group, through the process known as brain-
storming (listing quickly as many ideas as you can,
then sorting through them to group similar thoughts
and eliminate some). If you do decide to incorpo-
rate, write or telephone your provincial department
of Consumer and Corporate Affairs for an applica-

tion and information. To become a Registered
Charity, write or telephone Revenue Canada, Chari-
ties Division for an application and information (for
organizations in Alberta, see Section 35 in this
book). You may wish to ask a lawyer, perhaps act-
ing in a pro bono capacity for your organization, to
review your applications.



Exercise Three

Are our organization’s bylaws complete?

Answer these questions with your copy of your society’s bylaws at hand. For convenience sake, you
may wish simply to list the page and section number of the bylaw. Check (V) the right-hand column if you
cannot find the answer. Indicate this to the board. Adapted from Joan Flanagan, The Successful Volunteer
Organization (1981:32).

Unsure
1. 'What is the official name of the organization?

2, 'What is the mandate or purpose of the organization?

3.  Who is eligible to becorne members?

4., 'What membership dues, if any, must be paid?

5. How may memberships be revoked or cancelled?

6. How often must meetings be held?




Unsure
7. How many members must be present to establish a
quorum for business to be done?
8. What officers are necessary, how are they chosen,
and how long do they serve?
9. When are elections held?
10. What committees exist and how are they chosen?
11. 'What are the duties of each of the officers?
12. How are bylaws changed?
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4. Are there differences between
for-profit and non-profit organizations?

As you are doubtless aware, in many cases for-profit
and non-profit agencies fulfill similar functions.
The types of professionals who actually provide the
services are often the same in both cases. As a re-
sult, there is the potential for identical services. In
recent years, governments have been more and
more inclined to equate for-profit and non-profit
agencies and services. Are there essential differ-
ences? Some of the literature, like Unterman and
Davis’ Strategic Management of Not-for-Profit Or-
ganizations, or the popular “management by ob-
jectives (MBO)” approach, argues that there is no
essential difference. Is there a case to be made for
the unique contributions of non-profits?
Obviously, the first major difference be-
tween for-profit and non-profit agencies is the profit
factor, For-profits may indeed work to improve
human lives, and they may also have an important
cause which they serve. But their bottom line is
profit. For a business, no other factor can replace
profit as the key without unbalancing and potentially
destroying the organization. As Richard Wacht
states in his book Financial Management in
Nonprofit Organizations, both for-profit corpora-
tions and non-profit organizations have the goal of
financial solvency, that is, their need for money to
keep going. Non-profit organizations have, how-
ever, a second, more important goal: the public
welfare (or at least the welfare of a segment of the
public). While for-profit groups may try to better
society, it is only a secondary result. For non-prof-
its, social improvement must be foremost. To look

at it in another way, let us use the distinction set by
Ronald Braswell and colleagues in their book Fi-
nancial Management for Not-for-Profit Organiza-
tions. According to them, both for-profits and
non-profits have two sets of goals: 1) efficiency, and
2) professional competence. Both try to achieve
both goals, but for-profits tend to be motivated pri-
marily by the former, non-profits by the latter.

Another difference between for-profits and
non-profits is usually seen in the importance given
to cost-effectiveness. Most for-profit organizations
only offer programs or services if the resources (fi-
nancial, human, material) needed to offer them are
less in the short-term than the resources returned to
the company. Non-profits, in contrast, are usually
geared more toward programs and services which
fulfill their mission, and offer only long-term cost-
effectiveness. One of the key arguments in favour
of the popular Head Start Pre-School program, for
example, is that in the long-term, it is more cost-ef-
ficient than the later social costs of government as-
sistance to adults who do not do well in school. As
pointed out in James Sorensen and Hugh Grove’s
article “Using Cost-Outcome and Cost-Effective-
ness Analyses for Improved Program Management
and Accountability”, the usefulness of cost-effec-
tiveness in a non-profit must be subordinated to
service.

It is perhaps easier to compare for-profits
and non-profits when fees for services or products
are charged. In this case, the choice is with the con-
sumers, who pay the organization which best re-
sponds to their needs. This situation may become
more complicated when governments become in-
volved. Again, some governments have tradition-
ally favored non-profits, which are essentially run in
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the same way as themselves (that is, the board of di-
rectors of a non-profit hold the trusteeship of their
organization in the same way as members of gov-
ernment hold the trusteeship of the province or
country).

More recently, however, governments have
tended to favour privatization, the transference of
public services to private agencies, either for-profits
or non-profits. Governments who support privatiza-
tion pay these agencies to provide services, using
public funds to support their work. Competition in
this area is not unknown, and non-profit organiza-
tions may find it difficult to compete with for-profit
companies for government contracts because of dif-
ferences in priorities. Because of privatization, non-
profits have been obliged to look at other funding
sources: private donors, more fees for services, and
the issue of shori-term vs. long-term cost-effective-
ness.

No one denies, therefore, that the relation-
ship between non-profits, for-profits, and govern-
ment is changing. A strong and yet flexible board is
probably more likely to weather the changes.

Y,
o PROF;ﬂB
U
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Board Trusteeship

5. Why have boards?

Committees are notoriously bad at decision making.
To use the common adage: “Too many cooks spoil
the broth”. So why are non-profit societies entrusted
to several individuals for their survival and safe-
keeping? Boards are often criticized as slow-mov-
ing or inefficient, conservative, or an authority in
name only. You may have experienced some of
these problems. Why has this structure developed
in the non-profit sector? Robert Mueller (although
not writing specifically about non-profits) distin-
guishes five major roles for board members in his
book New Directions for Directors. They are:

“1-  the statutory and fiduciary “irust”

role;

2-  the evaluative role concerned with
the performance of the chief execu-
tive officer and the company;

3-  the participative role - involvement
in selected assignments with the
executive management or directo-
rate committecs;

4-  the resource or consultative role -

providing wisdom...;

5-  the change agent, or catalyst role
where the board itself innovates”.
In non-profits, all of these roles are also important.

A key to the value of boards is trusteeship.
In other words, the non-profit agency is entrusted
with the board. In a sense, a “social contract” is
created between the board members and their con-
stituencies for the success of the organization. The
board is voted into its position by the members of
the organization, and in return for their trust, they
expect results. As Mueller writes: “The most impor-
tant challenge that the board has is the continuity of
its existence... at least until its task is done.”

This fiduciary (from the Latin fides, “trust”)
role as trustee is at the heart of the board member’s
commitment. So important, in fact, the responsibil-
ity of the position is not readily given to one person,
even though this person may be paid to oversee the
operations of the agency, as its executive director.
Instead, the direction of the organization is en-
trusted to several individuals, who represent in
themselves the values which the membership wants
expressed in its organization: competence, experi-
ence, leadership, dedication, etc. This is the essence
also of political democracy. For the non-profit or-
ganization, its board members provide a balance to
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the authority of the staff in the agency, and an evalu-
ation of their work. The involvement of many en-
sures that the organization reflect the values of a
range of experts in the cause. The advantages of
“many cooks” is seen to outweigh its disadvantages.

Moreover, in smaller organizations, like
those without a paid staff, board members are fre-
quently asked to perform many of the activities of
the organization. Even in larger organizations, cer-
tain tasks are left to board members when statf are
commitied to other work. Such tasks are usually
secn as falling within the domain of the board mem-
ber’s commitment to the success of the agency.

Because board members are often chosen
for their experience or expertise, they are frequently
asked to assist the exccutive director or other staff in
operations of the agency. They may be asked to
enlist the support of colleagues or friends in advice
or consultation. In this sense too, they represent the
broader interests of the community in the organiza-
tion, and help to ensure community good-will as
well as compatible goals between the non-profit and
the broader society.

Finally, board members may also partici-
pate in activities designed to clarify or change the
direction of the organization. In some of the litera-
ture this is called governance or management. At
the root of this aspect of the role of board member is
the question, “How best can the cause be pro-
moted or the mission fulfilled?” Answering this
question may involve an analysis which requirés all
of the expertise and experience of the several indi-
viduals who make up the board. In this last task, the
full commitment of the board members, as trustees,
is demanded. Ultimately it is they who will main-
tain the cause of the organization.

“Governing Boards have
ultimate responsibility for:

L Establishing and
implementing the organization’s
PUIpOSE OF mission.

2 Setting the rate of
progress which the organization
will undertake in achieving its pur-
pose or mission.

3 Providing continu-
ity for the governance and
management of the organization’s
affairs.

4. Confirming the or-
ganization’s identity within the
community.”

Marion Paquet, A Hand-
book for Cultural Trustees
(1987:7)

6. Board accountability

In a direct sense, boards of non-profits are directly

accountable to their memberships, according to the

law. Recent literature, however, which has exam-

ined the issue of accountability, has recognized at

least six important groups, which may be called

“constituencies” or “stakeholders”, all of which

have in some sense entrusted the board. They are:
1. The eligible membership.

The actual membership.

The target population.

The client population.

The potential funders or

o W

supporters.
6. The actual funders and sup-
porters.
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The first group is the eligible membership.
As eligible members, these are the persons who are
capable of taking memberships in the organization.
Almost all non-profits restrict this membership in
some ways; geographical restrictions are the most
common, in which only persons living in a certain
arca (a city or province) are eligible. Many non-
profits have other restrictions: sex restrictions (Boy
Scouts or Girl Guides would be an example here),
age restrictions (which some seniors’ groups have),
racial or ethnic restrictions (e.g. organizations for
Natives or persons of Lithuanian descent). Linguis-
tic restrictions are also a common feature of most
non-profits, although these are often assumed or in-
formal rather than stated or formal (does your group
offer services in a language other than English?).

Obviously, some restrictions in membership
are necessary. Without geographical restrictions, for
instance, a group might become far too large to or-
ganize. Many other restrictions are based on the
principle of like persons sharing like interests. As
such, these restrictions may be positive (keeping the
group focused on one set of issues) or negative (fear
of important issues being submerged when others
who don’t understand take control in the group). As
a group, you may wish to rethink your restrictions.
Are they really necessary?

Another key group which has entrusted
your board is the actual membership, those who
currently hold memberships in your organization, or
if your group does not have memberships, those
who participate directly and personally. Granted,
they are a subset of your eligible membership. But
by enlisting themselves as members, they have
shown a direct interest in the organization. In most
non-profifs, it is the actual members who vote to
select board members. So in a direct way, your po-

sition as board members depends on them.

Furthermore, board members have another
close tie with the actual membership: they are usu-
ally required to be members in good standing in or-
der to accept their position. The actual membership
is much more prone to change than the eligible
membership. Unless your agency has life-time
memberships, the number and character of your
yearly membership fluctuates. Most provinces have
laws (such as Alberta’s Societies Act) regulating
memberships in non-profit organizations.

The target population is the third group to
whom you owe allegiance as a board member.
These are the people whom you are trying to reach
with your organization, its services, or its products.
They are likely also part of your eligible member-
ship, but not necessarily. The target population for
day care centres is infants and small children; their
cligible membership is these children’s parenis and
other adults.

Ultimately, the target group are the people
whom you hope to help, and so they deserve special
attention when making plans as a board. Individual
board members may well be part of the target popu-
lation, a technique which an agency might use to
remind itself of its duty to the target population. For
instance, a group designed to help youth might have
at least one “youth representative” on its board.
This must be done without tokenism, however,
meaning the withholding of real power in the or-
ganization from such a representative although a
nominal position is given.

Fourth, the client population or service
receivers is another important group of which
boards must be aware. This is usually a subsct of
the target population. These are the people who are
currently receiving the services of the agency.



15

Again, they must be kept in mind when the board
formulates policy. Again, they are sometimes found
on boards for their first-hand knowledge of the serv-
ices of the agency, and to help boards keep this ac-
countability in mind.

The fifth group are potential funders and
supporters. This includes all of those people from
whom your organization hopes to receive help, ei-
ther in the form of donations of money or grants, or
donations of time as volunteers, or simply theit
good-will toward the organization, seen in refer-
ences on behalf of your organization, or referrals to
clients or other voluntcers. Many non-profits of a
controversial nature may feel a need to tailor their
programs to maintain a positive image with these
people. In that sense, they are being accountable to
what they perceive are the attitudes or priorities of
funders or volunteers.

Related to this group are actual funders
and supporters. Many non-profits solicit targeted
funds: that is, funds that must be used for a specific
purpose. This results in non-profits tailoring their
programs to meet those funding requirements. Non-
profits may also have to reorient programs for vol-
unteers. If an organization wishes to promote
daytime informational series, but can find no volun-
teers who can donate time except in the evenings,
they must examine how important those programs
are to the group, and whether staff time should be
devoted to the project. This is definitely not to say
that non-profits should only engage in expedient
projects, but in such a situation, choices must be
made about the priorities of the agency. This
changes its accountability (Please see Table One,
page 16).

Each board must decide, when policy is
made, what principle will be used when the interests

of its different constituencies differ. Which of the
differing interests of each of these “stakeholders” in
its organizations will take precedence is never an
easy decision. Some boards feel most accountable
to their actual membership, who have had the most
direct hand in choosing them (like a social club).
Others might feel that their eligible membership is
the most important (like a community improvement
group). Still others might feel the need to be ac-
countable only to their target population (like a dis-
ease awareness agency), and some only to their
clients (like a counselling centre). And others still to
potential or actual funders and supporters (like
United Ways).

It is essential that individual boards make
some decisions about their accountability. To
whom does your board owe its greatest allegiance?
Whose interests take precedence over all others? It
may not be easy to decide this, but a board which
has not decided this is open to all kinds of problems
when trying to establish policy. The attempt may
seem impossible, but is essential. One method of
doing so might be to attach to every policy debate
the following questions. Even such a simple step as
this can provide needed foresight when making im-
portant policy decisions:

1. How will this policy affect our eli-
gible membership?

2 How will this policy affect our ac-
tual membership?

3. How will this policy affect our tar-
get population?

4, How will this policy affect our cli-
ent population?

5. How will this policy afiect our po-
tential funders and supporters?
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6. How will this policy affect our ac-
tual funders and supporters?
Table One
THE CONSTITUENCY CHART OF A NON-PROFIT:
Directly involved Indirectly involved
with organization with organization
Membership actual members eligible members
, Service Recipients client population target population
Funders and Supporters actual supporters potential supporters
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Exercise Four

The eligible membership of our organization has the following restrictions:

Complete this exercise by marking a check (V) in the first column if your or ganization has no restric-
tions in this category, specifying what restrictions exist in the second column if that is the case, and justify-
ing those restrictions in the third column. Some organizations may wish to reconsider restrictions on
membership.

None or... why necessary?
Geographical
Income
Racial/ethnic
Language

Age

Sex ]
Physical ability
Health

Marital status
Other:

Other:

Does our actual membership reflect all segments of our eligible membership?
Yes No

Which segments are well represented?

Which segments are not well or not at all represented?
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Exercise Five

Who are our organization’s constituencies or stakeholders?

Complete the following sentences in the boxes. Answer the question at the bottom of the page, then dis-
cuss with the board as a whole. Great differences between individual board members signals a need for
discussion and clarification.

The eligible membership of our group is...

The actual membership of our group is...

Total number of current members:

The target population of cur group is...

The client population of our group is...




The potential funders and supporters of our group are...

19

Names of potential funders:

Names of agencies from whom we might receive

referrals:

Groups most likely to donate time or money:

The actual funders and supporters of our group are...

Names of current funders:

Agencies from whom we receive referrals:

Total number of current volunteers:

In my opinion, the group or groups to which we owe our greatest accountability are... because...




Part Four
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Board Membership

7. Structure and size of a board

Most provinces have regulations (like the Societies
Act in Alberta) requiring non-profit societies to be
directed by a board of directors which includes or
has in addition the following positions:

* The chairperson or president. This person
bears the responsibility for the conduct of
the board’s meetings, and represents the or-
ganization’s purposes to the larger commu-
nity.

» The vice-chairperson or vice-president.
This person acts in the absence of the chair-
person.

* The secretary. This person bears the re-
sponsibility for the accurate recording of the
minutes of the board’s meetings, for the
keeping of board bylaws, policy statements,
and board correspondence, for board mem-
bers’ notification of meetings of the board,
for the listing of all of the organization’s
members and for the collection of member-
ship dues.

The treasurer. This person has the respon-
sibility for the accounting of the funds of the
organization, its budget and expenditures.

Together, these positions may form the executive or
officers of the board, although such a grouping is
not necessary (and John Carver, in Boards That
Make a Difference, argues strongly against a sepa-
rate group for officers). In addition, many non-
profit societies chose to formalize the position of
past chairperson or past president. Such a title
may entail duties similar to those of the vice-chair-
person or vice-president in other groups. Many
groups also choose to combine the positions of sec-
retary and treasurer in one person, or have several
vice-presidents each in charge of a different division
within the agency.

These positions and titles, and their respon-
sibilities, are well known and need no further eluci-
dation. What should be stated, though, is that while
these positions must exist to satisfy the provincial
regulations, it is up to the board as a whole to decide
the amount of authority which each title brings with
it. In other words, the legal responsibility of the
executive members is to see that these things are
done, and not necessarily to do them themselves.

The trusteeship of the organization belongs
to the whole board, not only to its executive mem-
bers. What are essentially administrative positions
tend to be imbued with great authority when other
board members abdicate their own power, or when
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board members are chosen who have little dedica-
tion to the organization. Non-profit boards do not
need to function in this manner.

When an executive functions smoothly on a
board, many otherwise bothersome administrative
decisions can be handled efficiently. The board may
decide to leave the setting of agendas with the sec-
retary; the maintenance of order in the meeting can
be left to the chairperson. The review of the
- monthly financial report can be handled by the treas-
urer.

Once again, it is up to the board as a whole
1o define its executive’s functions. Some boards are
experimenting with rotating executive positions;
this helps to prevent the collection of too many re-
sponsibilities into too few hands, although some in-
dividuals may be unsuited to leading meetings.
Meetings may theoretically be chaired by any board
member, for instance. For example, some boards
choose to have co-chairs, who divide between them
the duties of the chairperson.

In addition to the formal structure of a
board, the informal structure of a non-profit soci-
ety is an important feature and very distinct. The
informal structure often ignores the “official” chan-
nels, but decisions are made and authority is exer-
cised all the same. People who come from families
where the decision of a family “matriarch” or “patri-
arch” was forever overriding decisions of parents
will understand clearly this structure. In fact, Robert
Mueller in his book New Directions for Directors
distinguishes three types of leadership which exists

on boards: the responsible leader (leader in the or-
ganizational structure), the effective leader (makes
the actual decisions), the psychological leader
(most powerful within the private structure of the
members).

While all of these roles may be played by

the same person, they often belong to separate indi-
viduals. Those individuals may not even be on the
board, but may be the founder of the organization, a
staff member, or past board member. One way of
finding out who performs these functions might be
to ask yourself the following questions, as Mueller
proposes:

1. Who is responsible when things go

wrong? (the responsible leader)

2. Who asks all the questions? (the effec-

tive leader)

3. Who cannot be absent for important de-

cisions? (the psychological leader)

Informal power structures are present in al-
most every social situation. The attempt should not
be to eliminate them (which would probably be im-
possible) but to limit their dominance by seeing
them clearly.

Finally, many non-profit organizations dif-
fer greatly in the size of their boards. Although
there are no ready numbers on the ideal size, most
prefer about eleven members. Groups should not
even consider the suggestions of some, for boards as
large as forty members. As Cyril Houle writes in
Governing Boards, a board “should be small
enough to act as a deliberative body... [and] large
enough to carry the necessary responsibilities.”
Also, a board should be an odd number so that ties
when voting may always be broken, although prac-
tically, absences at a meeting or abstentions may
change this. Here are some of the factors, however,
which favor larger and smaller boards. Which fac-
tors are important to your organization?
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Reasons for a Larger Board: “All that any organiza-
L. Desire for greater diversity on tional plan can do is to provide a
board. framework that makes relationships
2 Desire for greater representation of among people more logical. The
" e framework must be operated by the
c-ommum y’. or grealer representa- people involved, and they will
tion of certain parts of the commu- quickly make it conform to their
nity. own capacities and purposes.”
3. Desire for as many individuals as Governing B Cyrﬂllggglg’l
possible involved in policy-making verning Boards (1950:61)
for the organization.
4. Large number of committees which
require staffing by board members.
5. Eastier to establish a quorum.
Reasons for a Smaller Board:
1. Desire for easier consensus on diffi-
cult issues.
2. No need for committees, which re-
quires all board members to func-
tion together in all decisions.
3 Too large a board will create an “in-

ner board” who does the work or
makes the decisions.




Exercise Six

What are the duties of the executive members of the board?

Write the title of the executive members of your board above the double line. On each of the single lines,
write the functions of these board members. In the column on the right-hand side, put a check (V) wherever
there is a duty that you would be interesied in, and think yourself capable of doing. Then discuss as a board
the possibility of a rotating executive,

Title:
1.

B W

g

Title:

NN

Title:

LSRN

Title:

W A W N




Title:

1 jed

Title:




Exercise Seven
What is our organization’s informal structure?
Answer the following questions. This is a confidential exercise.

Who seems to know everything that goes on in the organization?

25

Who seems to be always asking questions at the board meetings?

Who seems the most organized of the board members?

Who “needs” to be present for important decisions to be made?

Who seems to be held responsible when financial difficulties arise?

Who seems to be held responsible when administrative difficulties arise?
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Get On Board !

8. Board membership

Deciding the composition of a non-profit board is no
simple matter., There are some similarities, how-
ever, in what most boards look for in new members.
There is also much literature on the subject.

Joan Hummel in her book Starting and
Running a Nonprofit Organization. writes there are
five qualities which should be sought when recruit-
ing onto a board: '

1) administrative skills ;
2) competence in program areas;
3) connections to the constituents;
4) leadership in the community
and 5) other “personal” factors,
that is, whether potential board
members are white or persons of
color, men or women, aged, adult or
youth, upper-, middle-, or working-
class, francophone or anglophone,
etc.
It becomes clear you need people with legal, mar-
keting or financial skills as well as people with ex-
pertise in programming or policy-making; people
with connections to individuals or organizations (in-
cluding funders) and people who are leaders in a
community or segments of it. To these we might
add two more of a practical nature, from Mueller’s
New Directions for Directors:

6) commitment and interest, or

dedication to the organization, and

7) availability for board work.

It is clear how important diversity is for a
board, for the following reasons. First, it is the ex-
pertise of the board as a whole that makes for a suc-
cessful organization; it would be unlikely to find all

of these characteristics in each board member. Sec-
ond, diversity in board members also helps to rep-
resent the board to a larger constituency, and to
ensure that the views of more segments of the
population interested in or affected by your organi-

zation are seen.

Some boards also like to recruit on the ba-
sis of experience with the agency, either as a staff
member, as a volunteer, or as a client. This is pri-
marily because of their first-hand knowledge of the
programs, services, or products of the organization.
Presumably, these persons have a great interest in
the organization. Their insight into direction can be
invaluable, and their dedication to the group is
strong. '

There are particular problems when a cur-
rent staff member, volunteer, or client joins the
board. First, a decision must be made about
whether they must end their previous position when
they become board members. Second, all con-
cerned (both within and outside of the organization)
must know this person’s influence will be no
greater or no less than any other member of the
board. That is, a staff person will not secretly “run
the show”, nor will a client be only a “token repre-
sentative”. In this regard, rumor is as damaging as
reality, so it must be clear. Third, there can be no
room for potential conflict of interest: a staff/board
member voting for staff pay raises, a client voting
to restrict client access to services, etc. For all of
these reasons, it is difficult to see how a staff mem-
ber could function simultaneously as a board mem-
ber. A volunteer may also wish to take a leave of
absence from other volunteer duties while serving
on the board.

What is especially important is that these
issues be worked out in advance. It can be very
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damaging (not to mention legally vulnerable) for a
non-profit organization to have to struggle with
these issues while they are happening. It is best for
all concerned to have clear policies about:

1. Whether staff persons, volunteers,
and clients can be nominated as
board members, .

2 Whether they must then forego their
previous association with the
agency (that is, resign as staff or
volunteer, or take a leave of ab-
sence),

3. Which board member (likely the
chairperson) will decide when there
is a conflict of interest.

Some boards prefer to recruit on the basis of
accountability, from their target population. This
brings similar issues as with clients. Members of
target populations have a first-hand insight into
many of the issues with which the board must con-
cern itself, and a strong interest in seeing good
things happen. On the one hand, members of target
populations must also be convinced that their par-
ticipation on the board is not mere tokenism, and
their concerns will be taken seriously. On the other,
members recruited from target populations must not
feel that their concerns are worth more than the
other board members.

Some might feel there is an inherent injus-
tice in recruiting solely on the basis of ‘accidental’
qualifications, that is, race, ethnic background, sex,
or age. But it is not necessary to recruit someone
solely on that basis. It is in the best interests of eve-
ryone to recruit members of minority groups who
have needed skills, or members of the target group,
or volunteers with the organization. The cause of
diversity (and hence, the cause of importance to the

greater community) is served by this process.

Joan Flanagan, in The Successful Volunteer
Organization, adds a useful list of reasons why not
to invite someone onto a board. They are worth
considering as a final note:

Anyone with a conflict of interest;
paid staff; anyone who 'wants to
learn more about you'; anyone
you hope will give you a lot of
money or anything else 'once he or
she gets to know us.'

“Anyone invited to be on a
board should seriously consider
whether the rewards of acceptance
are outweighed by the rewards of
declining.”

Cyril Houle,
Governing Boards (1990:28)

r




Exercise Eight

How were our current board members recruited?

Write down all board members’ names along the left-hand side of the chart. Check (V) boxes (as mary
as appropriate) according to the reasons why each person is on the board. Mark with a question mark ( ?)
when you are unsure.

Key: EXP =experience with the agency
INF = influence or connections to persons or other agencies
PAS = passion or dedication to the cause
TAR = member of target population
STA = former staff member
VOL = former or present volunteer
CLI =former or present client of agency
SKI = skills or education or training in desired area
ACC =“accidental” qualities: member of underrepresented group on past boards or
at agency (sex, race, ethnic, age, or language group, etc.)

Board Member: EXP INF PAS TAR STA VOL CII SKI ACC Ofther




29

Board Member: EXP INF PAS TAR STA VOL CLI SKI ACC Other

Total numbers:

Answer the following questions. Share your results with the board.

‘Which category is the best represented in the organization? Why might this be the case?

Which category is the least represented in the organization? Why might this be the case?
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9. Board orientation and recruitment ganization.
10. List of the organization’s programs,
services, and products.
The non-profit system of regular elections of board 11. List of standing board committees
members is one of its greatest strengths, and one of (if any).

its greatest weaknesses. The potential for an in-
volved, dedicated membership to take turns serving
on the board, in an interesting, expert group of peo-
ple is always there. So is the potential for cronyism,
the domination of the board by its veteran members,
new members being “kept in the dark”, and lack of
decisions by the board as a whole, with the inevita-
ble result: difficulty in finding board members will-
ing to give their time to such a futile effort.

One of the best ways to keep boards alert is
through the education of its members. Clear
knowledge about what the board does, how it func-
tions, and what rights and responsibilities it has is
invaluable, especially for its new members. A
board manual is especially helpful in this regard. It
may contain any or all of the following:

L Statement of purpose of the organi-
zation; a mission and vision state-
ment,

Organization’s structure.
Complete list of bylaws.

The latest financial statements.
This year’s and next year’s budget

I

and copies of the annual reports.
The fund-raising strategy.

7. Names and telephone numbers of
the current board members and their
biographies if available.

8. Names and job descriptions of the
current staff,

9. Recent newsletters, newspaper or
magazine clippings about the or-

Of course, the organization that wants to give these
to board members must have them readily available.
Orientation of board members can also happen
through presentations by staff about services, docu-
ments for board perusal, interaction with other
agency boards, even short courses and seminars.

The orientation package is also very useful
for potential board members. Imagine how such an
impressive packet would appear to the person who
has been asked to join the board. A well-oiled ma-
chine, indeed! This person might be easily inte-
grated into the board, knowing clearly the policies
already in place, the method for decision making,
and the financial situation of the agency.

As important to the information, however, is
the personal contact. A board member who is en-
thusiastic about an organization attracts others who
wish to dedicate themselves to the same goals. A
chance to participate in previous organizational
Tunctions, as a guest or one-time volunieer, gives
the individual an opportunity to investigate both the
people involved with the organization, and the im-
portance of their service. Hence, the responsibility
for recruiting and orienting potential board members
falls squarely on the shoulders of the current board.
If you cannot interest people in joining the board,
what does that say about your current board?

Once a person shows an interest in joining
the board, they must be told fully about the commit-
ment expected of them. This may be too much for
some people, who prefer single donations of time or
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money to long-term projects. Keep these people in
mind for ad-hoc committee work or fund-raisers.
Potential board members are usually listed on a
“slate” of candidates which is presented before the
general membership at the annual general meeting.
A slate has the advantage of selecting well qualified
individuals for the board, known for their past sup-
port of the organization, but can be seen by mem-
bers to be perpetuating a select group or elite.
Additional nominations must be taken from the
floor, and vacancies on the slate might be lefi to sup-
port such nominations, which come directly from
the membership. Voting then must take place, un-
less there are less than or exactly the number of can-
didates required, in which case they are acclaimed.

Most board members of non-profits are
elected for terms of two or three years. These posi-
tions are staggered so that elections for half or one-
third occur every year. This assures continuity on
the board. Organizations must determine for them-
selves the desirability of individuals running for
consecutive terms of office. The disadvantage of
creating a clique or oligarchy of powerful members
may be outweighed by the need for continuity or
certain valuable skills. Conversely, having too
many continuing board members invites stagnation.

“The most important thing
you can give a new [board] mem-
ber is the chance to participate in
an organization that gets resulis.”

Joan Flanagan, The
Successful Volunteer Organiza-
tion (1981:110)




Part Five

Mission and Mandate

10. The mission statement

The mission statement, or statement of purpose
of a non-profit organization, is simply what it hopes
to accomplish by its existence. It is an ideal; one
sentence is usually sufficient. Joan Flanagan, in The
Successful Volunteer Organization, feels that a
board’s “job is to write a clear, simple statement that
will reflect the goals of the group and still allow
healthy diversity within the group.” By keeping the
statement broadly worded, your organization en-
courages creativity in achieving that mission.

The purpose of the organization is re-
quested as part of the incorporation application, and
was probably written as part of that process. A
member of the board may wish to locate this for
comparison. The wording of the mission statement
is written by, and can only be changed by the board
as a whole. This is in a sense its central task, since
all other tasks of the board revolve around this one.
Any changes to the mission statement must be rati-
fied at the annual general meeting required of all
non-profits.

Finally, Thomas Wolf, author of Managing
a Nonprofit Organization, believes that every year,

the board should test for what he calls “organized
abandonment”. This, he states, is to see whether
“the mission is no longer appropriate or there are
other organizations that can achieve it more effec-
tively”. In most cases, there is little need to revise
drastically a mission statement. There are instances,
rare though they may be, when an organization ac-
complishes its mission, and must either disband or
formulate a new mission.

It is more useful for our purposes to look at
ways in which the mission statement can be im-
proved. There are no restrictions on revisions to the
mission statement. Clarification is always in order,
however. Moreover, the mission statement is the
best place to begin any program planning done by
the board.
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Exercise Nine

What is our organization’s mission?
Complete the sentence.

Our mission statement is...

Circle one answer. Complete the sentences. Then discuss with other board members, if you like. You may
wish to add this information directly into the mission statement.

Does our mission imply a time-frame? Yes No
i.e. Our mission will be complete when...

Does our mission imply an eligible membership? Yes No
i.e. Our organization is open to...

Does our mission imply a target population? Yes No
i.e. Our organization is intended to help...
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Exercise 10

‘What is the chief obstacle to our organization’s mission?
Complete the sentence.

The main obstacle to achieving our mission statement is...

Answer the following questions. Compare your answers to the answers of other board members.

For how long has this obstacle existed? Is it a perpetual problem?

What would you say is the major underlying cause of the problem? Is it social, or economic, or political?

Is part of the problem a material one? Lack of resources, personnel, facilities, money?

Is part of the problem an intellectual one? Lack of commitment, lack of interest, lack of awareness?
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Is part of the problem an emotional one? Discrimination or prejudice? Blame or fear? Lack of compassion
or understanding of the mission?

Is the general public aware of the mission? Is it part of the problem, or allies?

How do the different levels of government feel about the mission? Are they part of the problem, or allies?

How do other human service organizations similar 10 your organization feel about the mission? Are they part

of the problem, or allies?
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Exercise 11

What can we do about the obstacles to our organization’s mission?

Divide the answers from the previous exercise into three categories, corresponding to the three columns.
Keep these answers in mind when planning for the organization.

Problems over Problems over Problems over
which the Board which the Board which the Board

has FULL control has SOME control has NO control
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11. The target population

The target population or population at risk, has
already been considered in the sections on board
accountability and board recruitment. The target
population, however, is also essential for clarifying
the mission. The persons whom you hope to help
by the existence of your organization should play a
major role in clarifying the mission statement. That
is, it should always be remembered any cause is
only effective if it is focused on people. A literacy
campaign, for instance, cannot be successful if it is
centred on books, however creatively written or
widely available, but must be centred on people
who cannot read, who must be reached. In other
words, the accessibility of your organization and its
services must be, with the mission, uppermost in
board member’s minds. The for-profit sector has
realized this for some time, and dedicates a major
portion of their efforts to what they call marketing.

Boards must not fall into the trap of thinking
about the target population as helpless or hopeless
(even if the mission statement can never be fully
accomplished) or passive recipients of help. Many
non-profit organizations are run by the same people
whom they target: ethnic or cultural groups, wom-
en’s groups, etc. The target population can be em-
powered. Other non-profits seek to assist
historically disempowered groups: recipients of so-
cial assistance, the mentally challenged or disabled,
the terminally ill. Still others combine the two types
of assistance, empowered members helping
disempowered members of the same group: wom-
en’s shelters, gay and lesbian rights groups, native
Canadians’ support centres.

An organization, however benevolent,
which does not maintain strong ties with the target
population risks becoming isolated from the reali-
ties and needs of the very people it wishes to help.
The tendency is always there to assume what others
want without asking; this tendency is fatal to a hu-
man service organization. Such a group will simply
become obsolete. Needs assessment, the gathering
of information about what the target population
wants, is vital before beginning any group or serv-
ice. Moreover, an organization’s ignorance of com-
munity needs may mean their program is hindering
rather than helping their mission, when they make
uninformed policy decisions. A non-profit must al-
ways be willing to evaluate and improve its connec-
tion to its target population, and to let the target
population help to direct the course of the agency.
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Exercise 12

Is our organization focused on our target population?
Answer the following questions. Discuss in a group.

What is our primary target population?

‘What are our secondary target populations?

Are there members from the target populations on the board? If not, why not?

Do 1 as a board member have regular contact with persons from the target populations? If not, why not?

Is there regular contact between the target population and other members of the board? If not, why not?
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How is the target population (apart from those who are already clients) reached by the organization? Through
which programs? By what media?

Approximately what percentage of the organization’s programs and services are directed at the target popu-
lation? If less than about half, why?

Approximately what percentage of the organization’s budget is directed at the target population? If less than
about half, why?




Part Six

Board Planning

12. The vision statement

How is it possible to move from a mission (“what
needs to be done™) to a plan of action (“how we do
it”)? This is in a sense the quintessential problem of
non-profit boards. Most approaches in the literature
on non-profit boards begin with the vision state-
ment, in what has been called “educated dream-
ing”.
decide what they would like to have happen in the

In the vision statement, board members

organization to achieve the mission. To do this, they
fantasize about what the organization will be like in
the future (five or ten years from the present), as-
suming the best possibilities are realized and the
most rose-colored forecast is used.

This model of planning can be extremely
valuable in determining board values about the or-
ganization. In the vision, board members brain-
storm about the group’s future profile. They should
try to be as detailed, unrestricted, and optimistic
as they can. What will the material resources (facili-
ties, personnel, operations) of the organization be
like? What will the financial situation (grants, do-
nors, income) be like? What kinds of programs and
services will there be? What will the organization's

relationship be with the government, the public, the
target populations and other agencies?

Such brainstorming can be done individu-
ally, in small groups, or with the board as a whole.
When all board members have completed their vi-
sion -for the group, the responses are compared.
Common answers, or answers which are given com-
mon assent, become the vision of the board as a
whole. The answers are compiled into a general
vision statement. The vision statement becomes
the basis from which all board planning and goal
setting is done.

As Lorie McMullen states in The Board
Staff Workbook , drafting a vision helps:

. produce 2 common understanding
of the organization among all board
members.

. Jjustify the organization’s programs
proudly and uniformly to funders

and your community.

. clarify what the organization is
about.

. cut down on “burn-out” of board
members through conflicting,

unstated individual visions.
. cut down on board time spent “re-
acting” to emergencies because of
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unformulated policies or goals.

. encourage a team approach to
board involvement.

. allocate funds, materials, staff into
the same, well-chosen channels.

Weiler’s Law: _

Nothing is impossible for
the man who doesn’t have to do it
himself!
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Exercise 13

‘What is my vision for our organization?
Answer the following questions. Share your answers with the group.. Prepare a joint vision.

When I look into the future (optimistically?), I imagine that in ten years’ time our organization will be like

The structure, personnel, and facilities of our organization will be...

The public awareness and acceptance of our organization will be...

Some of our most creative and effective programs and services will be...
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13. Goals and objectives

A vision statement, no matter how impressive, will
be valueless if it is not translated into goals and
objectives. Although there is a lot of confusion
about these terms and their precise meanings in lit-
erature on non-profit societies, it is not really neces-
Both relate to
implementation: changing visions of the future into

sary to distinguish them.

present reality. Some of these ways are more over-
reaching (these are what are most often called
“goals™), others more specific (what are called “ob-
jectives™), but any further distinction is usually more
confusing than helpful.

Planning (sometimes called preplanning)
is a much better technique for board action than
problem solving, which is sometimes suggested as
alternative action, as by Ralph Brody in Problem
Solving. While some boards may need to do some
problem solving, it has distinct disadvantages,
among them, that it is reactive and happens after the
fact. Boards are better advised to concentrate on
forward thinking.

As such, the vision statement is the perfect
place to begin to formulate goals for a non-profit. In
essence, what you are attempting is the realization
of your dreams about the organization. If for exam-
ple, you envisioned a larger organization with a
greater number of members, then one of your
board’s goals is to increase membership. Some of
your goals will relate directly to the mission
(“proximate goals”, or “ideal goals”, or what John
Carver in Boards That Make a Difference calls
“ends”) and others (financial self-sufficiency, for
example) will only be means to the end (“opera-
tional goals”, or “corporate goals”, or what Carver
calls “means™), but there is little need to distinguish

these except to take note of them. You may wish to
divide these goals into two columns.

Once you have established a set of goals, it
is a good idea to priorize them. Unless your board
has limitless energy, there are usually more goals
than time in which to do them. By establishing an
order of accomplishment, however, you can ap-
proach them systematically. Your chances of suc-
cess are that much greater.

With a plan you can achieve a focus for pro-
grams, resources, staff and time. You will have a
clearer sense of your board's vision and identity and
it will be easier to get a consensus from board mem-
bers. With plans, an organization is attractive to
sponsors and it reduces the burnout among board
members and staff.



Exercise 14

How do we decide what are our goals?

Rephrase the parts of your vision statement as goals. Separate them into proximate goals (those directly
related to your mission) and operational goals (those which indirectly help you to accomplish your mission).

PROXIMATE GOALS OPERATIONAL GOALS
E.g. Expand client base. E.g. Increase gov’t. grants.
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Exercise 15

How do we decide what are our objectives?

List five possible goals from Exercise 13a. Then brainstorm five ways in which each of those goals might
be achieved, Remember to confine your answers to general ways of bringing about your goal, and leave the
specific activities to the executive director and staff. Be creative! When you have decided which of the ways
seem the most possible, and are also desirable (perhaps only one, perhaps all), these become your objectives.
Best done in small groups, then discussed before the whole board,

Example: Increase organization’s profile in community

1. Increase 2, Bxpand 3. Investigate 4. Expand 5. Lobby for
individual public new methods services in support with
memberships relations of media important community
advertising arcas leaders
Goal #1:

Goal #2:




Goal #3:

Goal #4:

Goal #5:
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14. The action plan

With a vision statement, and with goals and objec-
tives, your planning is well under way. These ends,
however desirable, will still not be transiated into ac-
tion unless there is some idea of the time-frame in
which the work is to be done. Establishing a time-
frame for a certain goal is also known in the litera-
ture as short-term and long-range planning, or as
an action plan. Behind the differences in terminol-
ogy is the same procedure: deciding which objec-
tives will be done quickly, and which after awhile.

Most objectives can be forecast relatively
easily. How long will it take the board, or an indi-
vidual, working at an average pace, to do a certain
thing? Some actions, once agreed, can be done al-
most immediately. Others are more complicated:
they require additional time, or finances which are
not immediately available, or they require a series of
actions to be done in advance before they can be
performed. It is part of the expertise of the board
members to know in which category the objectives
fall. 1t is not that everyone should know this, but at
least one person on the board may well have had
experience with a similar project. Here the board
again demonstrates its usefulness to a non-profit
agency.

Once an action plan is established, it is easy
enough to plot onto a calendar for review. Obvi-
ously, not everything can be done at the same time,
but several goals can be simultaneously accom-
plished by staggering their deadlines. Boards may
wish to nominate one board member to oversee the

work as it continues. Board meetings can be used in
part to evaluate progress on the project. Such plan-
ning also assists the evaluation process.

Boards should be wary about planning too
far into the future. Some authors, like Thomas
Wolf in Managing a Nonprofit Organization, be-
lieve that boards can plan as far as ten years ahead.
Since no board members are likely to still be in their
position, and perhaps not even the executive direc-
tor, this might be unwise. Better for each board to
plan its own future, than to be restricted by the vi-
sion of previous board members.

Boards might be cautious to start new pro-
grams, even if that is the result of their action plan.
Certainly, new programs require much more effi-
cient organization and diligent dedication than the
continuation of traditional programs. They should
not be undertaken unless the board is committed to
see it through. Joan Flanagan, in The Successful
Volunteer Organization, lists good reasons to start a
new program, some of which are: to improve the
quality of people’s lives; to enhance the quality of
the organization; to produce dependable income;
it will be manageable; and it is urgently required

in the community.




Exercise 16

How do we establish an action plan to meet our objectives?

From Exercise No. 13b, write down in the lefi-hand column as many objectives as your board has de-
cided are possible and desirable. Then mark in the successive colurns what specific actions (by the board)
toward this objective might be done immediately, what specific actions will take at least six months, what
specific actions will take one year, etc. This will become your action plan. Best done in small groups, then
discussed before the whole board. As a balance to the planning, compare the results of the action plan
against the mission statement: do each of the actions help to accomplish the mission?

Objectives: Immediately 6 months 1 year 2 years
E.g. Lobby community | arrange mtgs. meet at least meet with open house for
leaders directly with 6 VIPs 6 more VIPs city mayor all supporters
E.g Increase ask for staff review staff use AGM to ask for new

memberships report on status report/adopt increase no. staff report




Part Seven

The Executive Director
And Other Staff

15. Function of the executive director

The executive director, the staff director, or the
chief executive officer is the person hired to super-
vise the operations of the agency. As such, the ex-
ecutive direcior has the responsibility, and therefore
the control, of all programs, services, products, and
staff members of the organization. Literature on
non-profits almost universally agree on this, and it is
most forcefully stated in John Carver’s Boards That
Make a Difference and in Robert Herman and
Richard Heimovics’ Executive Leadership in
Nonprofit Organizations. The executive director
has been hired for her/his knowledge and skill at
making decisions about which programs to support
or create, about which services to offer or cancel,
about which products to make and distribute, about
which staff are necessary and best suited to the
needs of the agency’s operations. Realistically also,
the executive director knows more about the func-
tioning of the organization at all levels than either
the staff or board.

The executive director, as a non-voting (“ex
officio”) member of the board of directors of a non-

profit society, should be intimately involved in the
planning process. It is most appropriately the job of
the executive director, with the help of the other
agency staff, to prepare a strategy or plan from
the board’s goals and objectives, and in keeping
with the organization’s mission. The strategy con-
tains information from the board action plan about:
who will perform the necessary tasks, who will be
responsible for the supervision of the project, what
resources (space, personnel, eic.} will be needed to
accomplish it, and how much money will be ailo-
cated to the plan. The strategy must be prepared by
the executive director, who is the only person who
knows what the separate units of the staff are capa-
ble of, and where the funding will come from. This
strategy is then reviewed for approval by the board.

An important part to the executive director’s
job is the financial strategy, which, like the other
strategies, involves translating the board’s goals and
objectives into specific steps. This is a two-part
strategy: it must include a budget and a fund-rais-
ing plan. Some important aspects of fiscal manage-
ment, like ongoing budgeting, performing
cost-benefit analyses, and deciding whether or not
to atiempt zero-based budgeting (a for-profit sys-
tem) are discussed in Simon Slavin’s two-volume
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book, Social Administration. These must be deci-
sions by the executive director, however, although
they must be accountable to the board through its
financial experts. (Please see Table Two, page 51)

Much of the confusion surrounding the rela-
tionship between the board and the executive direc-
tor, which exists in many non-profit organizations,
concerns the responsibilities of the two in these ar-
eas. The modern team concept, where the execu-
tive director works with the board members in
planning, is certainly better than the traditional hier-
archical model, where the board decides its goals
alone and obliges the executive director to imple-
ment them, in dispelling this confusion. Cyril
Houle, in Governing Boards, calls the relationship
between the board and the executive director “a re-
sponsible partnership”.

“..the reality [is] that, in
most cases, the chief executive is the
center of leadership for the organi-
zation.”

Robert Herman and
Richard Heimovics, Executive
Leadership in Nonprofit Organi-
zations (1985:54)

16. Relations between the board
and the executive director

The responsibilities of the board as concerns the
executive director are essentially two-fold: hiring,
and supervision. As a whole, or by a designated

hiring committee, the board first creates a detailed-

Job description for the executive director, then in-

terviews and selects the most appropriate candidate.
Many non-profit books include sample job descrip-
tions for executive directors. Obviously, only a
board which knows its mission and long-term goals
clearly can choose a candidate for executive director
whose outlook complements the board’s position.
Once the executive director is hired, the board must
oversee the implementation of their goals, through
the operations of the agency by the executive direc-
tor, in the spirit of the mission. This task is not so
simple.

Because the duties and responsibilities of
the executive director are so varied and deal with the
heart of the agency (its programs, services, budget,
etc.), the executive director is often much more
aware of the realities of the organization than is its
board. This can create problems. In some non-prof-
its, the board tries to control the actions of the ex-
ecutive director down to the tiniest detail, so they
can feel they are “in charge”. Alternately, the ex-
ecutive director can censor the information which
the board receives so they think everything is always
okay in the agency (and hence, the executive direc-
tor is doing his job). Neither can be dominant.

A board must always direct the work of the
executive director according {o its mission and
goals. Parallel to this, an executive director must
always report to the board in terms of the organiza-
tion’s mission and goals. Keeping this in mind can
spare the executive director’s nightmare of the
board’s endless prying into needless details, and the
board’s worry of not knowing what is going on.
Some questions which are helpful both in board in-
quiries into the agency’s operations and in the ex-
ecutive director’s reports to the board are:

1. How is this item (program, service,
product, staffing decision) related to
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Table Two

CHART OF BOARD/EXECUTIVE DIRECTOR PLANNING

MISSION

VISION

GOALS AND OBJECTI VES

ACTION PLAN

STRATEGY
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the mission of the organization?

Directly, or indirectly?

2 If indirectly, how does it support the
direct fulfillment of the mission of
the organization?

3. Does the item also fulfill the re-

quirement of being related to the
current goals of the organization?
4. For whom is the item most in-
tended? The eligible membership?
The actual membership? The target
population? The client population?
The potential funders or helpers?

The actual funders or helpers?

3. How does the item fulfill or support
the agency’s need to assist its target
population?

6. What is the cost-effectiveness of

this item? Is it a short-term or long-
term benefit? What is its cost in
material and human resources?

7. What alternate items (programs,
services, products, staffing deci-
sions) were examined and rejected?
Why was this one chosen?

8 How will this item support the other
current objectives of the organiza-
tion?

Most non-profit boards opt for a monthly executive
director’s report at each meeting, To these impor-
tant questions can then be added the other factors:
cost in dollars, budget gain or loss, staff, volunteer,
and client time involved, etc. Framing the report
according to the goals and objectives for the year is
. a useful way of getting to the heart of the report: the
relationship between the executive director’s work
and the board’s work.

“Both the board and the
executive will be helped in their re-
lationship with one another if each
of them understands the need for
the other io be capable and power-

ﬁ‘l. ”
Cyril Houle,
Governing Boards (1990:96)

17. Board relations with the other staff
members

According to most literature on non-profit board-
staff relations, it is the executive director who has
the responsibility for the hiring and supervision of
all other agency staff, and for the recruitment, edu-
cation, and direction of all volunteers, in accordance
with the goals of the board and the mission of the
organization. So in a sense, the only administrative
connection between the board and staff members is
throungh the executive director. Things are not al-
ways so neat, however. The reality of non-profit
work often entails fairly constant communication
between board members, staff, and volunteers.
How can the nature of the relationship between the
board members and other staff members of the
agency, or with volunteers or clients of the agency,
be clarified? How can pitfalls in the interactions
between board members, staff members, and other
volunteers be avoided?

In many ways, staff often see board mem-
bers as both volunteers and free consultants. And
to a great extent they are both. This complicates the
interactions between staff and board members, how-
ever, since it is likely that staff would want to seek
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advice from expert consultants on operational mat-
ters, and yet it entirely appropriate that the desig-
nated staff are supervisors of volunteers.

Board members of non-profits can be
among the most experienced or educated service
providers in a community. It is only natural that
staff in the same areas would wish to solicit advice
or information from board members, in particular
if they are preparing program or financial strategies
for their part of the organization, at the request of the
executive director. Both parties should be clear,
however, that the board member is not acting in that
capacity when doing this. Providing consultation to
stalf members is especially risky when the advice is
not taken. Some of the same advantages and disad-
vantages exist when board members act as general
volunteers for the agency. It can be beneficial to
board membets, who can thus keep in touch with
the work of the organization, which may have been
what prompted their first interest. It can also be ben-
eficial to staff, who get top-notch professionals as
volunieers. But such individuals must separate their
roles as volunteers from their roles as board mem-
bers.

Another potential conflict between board
and staff happens when board members look upon
staff, especially administrative support staff, as
their staff. In fact, only the executive director
should be giving directions to office staff. Most
non-profits have a tacit understanding about small
pieces of work done for board members, particularly
by administrative staff. This can occasionally be a
source of tension, especially if administrative sup-
port staff are already overburdened, or particularly
busy before board meetings (as most are). Board
members should understand this, and they should
accommodate themselves to staff schedules when

requesting typing, photocopying, or research for the

board meeting.
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Exercise 17

How can we improve board-staff relations?

Check (V} to the left of the statements which your board can do.

1. Ensure that all staff members have a valid contract with the organization.

2. Ensure that all staff have a full and realistic job description.

3. Ensure that all staff have a fair wage, and fair job benefits.

4. Provide a clear, onéoing, and confidential opportunity for staff grievances to be brought to

executive director, and if necessary, to the board.

- 5. Invite staff as guest speakers to board meetings to educate board members about their areas.
6. Inv‘ite staff to board soctal functions.
7 Clarify with staff whenever we are acting in roles other than as board members for the
agency.
8 Avoid using administrative support staff for board assignments, unless passed through proper

channels.



Part Eight

Legal and Financial
Responsibilities Of The

Board

18. Legal responsibilities

Certain governmental regulations exist concerning
the board’s legal and financial responsibilities to the
non-profit society. This section is intended only as
a guideline for non-profits. Information on these is-
sues should be obtained from Alberta Consumer
and Corporate Affairs, or its equivalent in another
province, or from a lawyer involved with your
group.

Above all else, the board members must act
in the best interests of the organization. There are
also responsibilities belonging to the individual
members of the board, and certain legal liabilities as
regards the membership of the organization. If indi-
vidual board members can be proven to have acted
for personal gain or financial enrichment, they
can be prosecuted. However, if individual board
members can be proven to have shown gross ne-
glect in the financial or administrative affairs of the
agency, they can be sued. In other words, the board
is liable for both mismanagement and nonman-
agement, as the United Way’s The Citizen Board in

Voluntary Agencies phrases it. Hence the need for
board members to be aware of the financial affairs
of the organization, and for them to have ordered
and accepted by vote the annual audit of the organi-
zation’s finances.

Legal responsibilities could include a
number of issues which may relate to personal gain
or gross neglect. A trustee must not conduct him or
herself in a self-serving manner and must declare in-
terests in contracts or arrangements. A trustee
should not participate in contract (pre-arranged)
voting. There should be confidentiality, trustworthi-
ness, skill and diligence with a genuine concern for
the organization.

Ultimately, the law calls for prudence and
good faith from the non-profit board. Prudence for
Charles Waldo, author of Boards of Directors,
means that board members should question as po-
tential trouble spots whenever: the executive direc-
tor attempts to handle everything; the board has little
diversity in ideas; there are a number of resigna-
tions; the agency always hires from outside or al-
ways from inside; or the financial instability is high
and risks are great.

The board has certain legal responsibilities
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toward its staff members, also, These deal primarily
with working conditions, wages, and benefits. All
provinces have a minimum wage. All employers
must also provide employees with a proper working
environment, with rest and meal breaks, pay for
overtime, vacations, and holidays, and with a share
of contributions to Workers’ Compensation, Canada
Pension Plan, etc. This information can be obtained
in Alberta from Consumer and Corporate Affairs
(for matters under provincial jurisdiction), and na-
tionwide from Employment and Immigration
Canada (for matters under federal jurisdiction), and
from the officers of the bank with which your group
does its business. Non-profit organizations may
also chose to provide additional maternity leave
benefits, pension benefits, health and life insurance
benefits, and disability benefits. The law is more
flexibie in these matters. Boards may wish to ask
other similar non-profits what their employee ben-
efit plans contain.

Beyond these obligations, boards should
also consider their ethical responsibilities toward
employees. These factors relate to fair working con-
ditions, and there are laws protecting employees.
First, a board should ensure that it respects the laws
prohibiting discrimination. At present, Alberta’s
Individual Rights Protection Act prohibits dis-
crimination in employment on the basis of: race,
color, ancestry or place of origin, religious be-
liefs, gender, pregnancy, age, and marital status.
Employers may not also discriminate on the basis of
physical or mental disability, unless it can be
shown that this is a bona fide job requirement. Al-
though discrimination on the basis of sexual orien-
tation is not part of Alberta’s human rights
legislation, it is included in many other provinces
and may be covered under federal legislation. Non-

profits should be wary not to discriminate on this or
any other basis, since the Canadian Charter of
Rights and Freedoms guarantees freedom from
discrimination for all individuals.

Second, boards should ensure that their or-
ganization respects the laws dealing with équal pay
for same or similar work, the prohibition of sexual
harassment, with collective action and possible
unionization of employees, and with employee
grievances and employee terminations.

Finally, boards should also ask themselves
the following questions related to fair working con-
ditions, which are important even if they go beyond

the requirements of law?

1. What is a fair wage for employees,
below which a person cannot suit-
ably support him/herself?

2. What is a fair length for a work-

ing day, considering the type of ac-
tivities which our organization’s
employees must perform?

3. What is a fair vacation period for
our employees?
4, What are fair dental benefits?

What are other fair medical-re-
lated benefits not covered by
Health Care insurance (optometrist,
psychiatrist, etc.)?

“..directors must act with
the degree of diligence, care, and
skill that ordinary, prudent people
would exercise under similar cir-
cumstances in like positions.”

Charles Waldo,
Boards of Directors (1985:39)
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Exercise 18

A legal checklist: has our organization done the following?

Check (V) the appropriate column. Adapted from David Long, How To Organize and Raise Funds for
Small Non-Profit Organizations (1979:191-4).

Yes |Unsure | NeedtoDo
Kept by-laws up-to-date?
Kept written personnel! policies?
Kept written procedures and board policies?
Ensured work benefits for all employees:
Alberta Health Care Insurance?
Retirement Pension?
Our contribution to Canada Pension?
Workers’ Compensation?
Is an annual audit done of financial records?
Is this fully and accurately reported to the board?
Is it accepted by a vote of the board?
Is it available to any member of the organization?
Are contracts made by our organization up-to-date:
With individual staff members?
With funding organizations?
With proprietor of facilities?
Are our organization’s taxes paid?
Are all outstanding bills paid?
Is our insurance adequate and in force:
On our building/office/other facilitics?
For our staff and volunteers?
Do our board members individually understand:
The legal responsibilities of the board?
The incorporation papers of our organization?
The legal scope of our corporation’s purposes?
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19. Insurance for boards

Please note: this section is intended only as a guide-
line for non-profit organizations. Please consult
with professionals before deciding what types of
insurance your organization requires. This section
is adapted from Lorie McMullen, The Board Staff
Workbook (no date:9-10).

There are five broad areas for insurance
coverage which non-profit organizations need to
consider:

General liability insurance
Disability insurance

o A .

Property insurance

&

Automobile insurance

5. Professional insurance
Many factors come into play when determining
what insurance an organization needs. Complete in-
formation about the organization and the people in-
volved in it is required by insurance companies in
order to ensure that adequate coverage is purchased.
Insurance policies are usually written to provide
coverage for individuals or organizations considered
as the employer as “the named insured”. The defi-
nition of “the named insured” can include employ-
ers, employees, and volunteers, however it should
not be assumed that coverage is provided. Specific
endorsements showing who is insured is preferable
to other arrangements.

General liability insurance covers liability
arising from acts of the employer and the employee
but excludes acts deliberately caused. In addition to
a basic comprehensive package which covers
premises, property and operations, coverage for ad-

ditional hazards may be purchased, often for a nomi-
nal fee. Employer’s liability, including voluntary
compensation, is an example of additional hazard
coverage. It provides protection in the event that an
employer, who does not provide Workers” Compen-
sation, is found liable for a worker’s injury.

Organizations which are not required by
law to apply for membership in Workers’ Com-
pensation in Alberta may still apply for voluntary
coverage. In that case, they pay a regular fee, and
must keep records of their employees’ activities and
hours worked. Acceptance of an organization’s
application is at the discretion of the Workers’ Com-
pensation Board. Advantages for organizations in-
clude: financial compensation to an injured
employee, and protection against legal action by an
injured employee.

In addition to Workers’ Compensation, an
employer may also purchase employee disability
msurance for paid and volunteer workers who be-
come disabled through other than work-related con-
ditions or accidents. This insurance provides
benefits to a worker if the worker, due to any type of
injury or debilitating condition, is unable to pursue
their regular livelihood.

Property insurance is designed to cover
property against specific risks such as fire and must
be purchased separately for a building and its con-
tents. Coverage may also be extended to losses as a
result of business interruption. For both property
and liability insurance there are specific tenants’
policies.

Paid or volunteer workers driving an organi-
zation owned vehicle will be protected by the or-
ganization’s automobile insurance for that vehicle.
Drivers using their own vehicles must insure their
vehicles to the fullest extent of their potential liabil-
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ity. As an additional hazard under a general liabil-
ity policy an organization may purchase non-owned
automobile insurance to cover the organization’s li-
ability in the event claims against a worker owned
vehicle exceed the coverage on that vehicle. In all
these cases it is desirable to obtain written permis-
sion from the insurer regarding vehicle use.

In some organizations it may be wise to ex-
plore professional liability insurance. This covers
liability resulting from incorrect professional advice
or activity and is quite common in some profes-
sions.

Insurance is a complex field characterized
by increasing specialization. The best procedﬁre is
to ask insurance agents from several companies to
fully describe the different types of coverage avail-
able. You may also wish to discuss with other simi-
lar non-profits the types of insurance they consider
important.

20. Role of the board in fund-raising,
lobbying, and advocacy

A. Financial Management

As Richard Wacht writes in Financial Man-
agement in Nonprofit Organizations, the board’s fi-

nancial responsibility for a non-profit organization

means:
“1. measuring the need for funds,
2. raising the necessary funds, and
3. making certain that the funds ac-

quired are properly used.”
None of the non-profit’s mission can be accom-
plished unless it achieves some measure of financial

stability.

Financial stability for non-profits can be
tricky: the organization does not usually have the
same assets or equities or revenues that a for-profit
organization has, and cash flow must be handled
very differently. Nevertheless, financial stability is
essential to the continuation of the agency. Moreo-
ver, non-profit staff must monitor each project care-
fully for its financial viability as well as its
performance toward the mission.

B. Funding Sources

Financial stability is especially important in
recent years as governments have cut back on funds
to non-profit organizations. Also, non-profits must
look to other areas beside government grants for
financial support. As David Long writes in How o
Organize and Raise Funds for Small Non-Profit
Organizations, non-profits must give up the fantasy
of the “guardian angel” funder. Granted, govern-
ment departments, federal, provincial, and munici-
pal or regional, continue to offer incentives to
non-profits, usually for specific services or pro-
grams, There are still tax-related benefits for non-
profits.

Non-profit organizations also have the ad-
vantage of being eligible for many private funding
sources. Family foundations, corporate or commu-
nity foundations, special purpose foundations, serv-
ice clubs, labour unions, religious organizations,
university fraternities and organizations, and the
United Way all offer moneys to non-profits for serv-
ice delivery or research or program development.
Some even offer general operational funds, or capi-
tal funding for development. All should be investi-
gated by non-profits, and there has been a
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tremendous amount of writing on the subject. In ad-
dition, many individuals or corporations are willing
to offer donations “in kind” which can be as valu-
able to a non-profit. Non-profits can also with tact
request deferred gifts, mentions in wills and be-
quests, and become beneficiaries of life insurance.

C. The Question of Enterprise

Some non-profits have branched out into
entrepreneurial ventures, and this has been discussed
in recent books. You are doubtless familiar with
some such enterprises. According to James
Crimmins and Mary Keil in Enterprise in the Non-
Profit Sector, all non-profits should consider the
- following: earning revenues directly from pro-
grams (such as by fees for services); maintaining
an “enterprise activity related to the purpose” of
the organization (for example, through the sale of
books about the group); “marketing the name or
prestige of the organization” for profit (like the
sale of T-shirts); and “use of nonprofits’ assets
when the organization is not using them” (for in-
stanice, the rental of a board room). They add the
cautionary notes that these ventures are always
somewhat risky financially, and should therefore not
be used as a “last resort”; and that “The bottom line
is the institution’s mission, and enterprise
[should be] just another means to that end.”

Non-profits who consider enterprise should
evaluate their asscts and expertise, and conduct
market research, especially to see what potential for
growth exists in the market. Because, as Edward
Skloot writes in The Nonprofit Entreprencur: “The
only ‘right reason’ to move into enterprise is this:
the anticipated financial reward is worth the
risk.”.

Boards thinking of enterprise should ask
themselves the following questions (adapied from

Crimmins and Keil 1983:79-80):

1. “Will enterprise change our com-
munity’s attitude” or support of our
organization?

2 “Will enterprise be seen as a viola-

tion of our traditional role”?

3. Are we equipped internally to man-
age an enterprise?
4, Will enterprise “put undue stress on

the fiscal condition” of our organi-
zation? “What would happen... if
the business failed”?

5. “How will the [seed] money to fund
an enterprise be raised”?
6. “Will engaging in enterprise draw

needed resources (human and finan-
cial) away from programs”?

7. How will our funders react?
8. How will similar for-profits react?
9. How will enterprise affect our or-

ganization’s tax status?
D, The Board’s Role

The board’s role in any fund-raising activi-
ties for the organization is crucial. Since the board
members hold the ultimate financial responsibility
for the non-profit, they must give their active con-
sent to any ventures or proposals for funding, after
carefully considering them. It is for this reason that
experts in fund-raising, or financial professionals,
are important as board members.

Still, while financial solvency is a board re-
sponsibility, any strategy toward that goal must be
done by the executive director. This is in keeping
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with other areas of the society’s work, in which the
board proposes goals and the executive director de-
velops a strategy. The added hours which board
members would need to invest to prepare a realistic
and successful financial strategy would be unfair to
volunteer labor. As Grant Brownrigg, author of Ef-

Jfective Corporate Fundraising, writes: “Fundraising

is the board’s responsibility; it is [the executive di-
rector’s] job”. One must certainly recognize the
limits on the executive director, also. Some non-
profit organizations hire professional fund-raisers,
although concerns have been raised about the com-
patibility of their methods to non-profit organiza-
tions. Moreover, agencies affiliated with the United
Way may not hire such fund-raisers. Organizations
with insufficient funds for a staff person in that area
may wish to consider a temporary consultant.
This must be considered, again, by the executive
director, whose responsibility is staffing, in consul-
tation with the board, whose responsibility is agency

direction.
E. The Question of Personal Donations

Another way in which boards have been
considered responsible for fund-raising is through
financial connections. Many boards prefer to re-
cruit members who are acquainted with government
departments, with foundation members, or success-
ful entrepreneurs. Apart from the fact this is often
unsuccessful, and there is a serious potential for con-
flict of interest, such a strategy is unnecessary and
unhelpful. Most often these boards end up with ab-
sent, preoccupied board members. Boards of non-
profit organization might consider the strategy of an
honourary board of directors. As with national
and international fund-raising campaigns, honorary

boards lend their names, their influence, and their
connections without doing any actual work.
Another tactic seen recently is a request for
direct contribution from board members, This is
discussed at length in Robert Herman and Stephen
Block’s article, “The Board’s Crucial Role in Fund
Raising”. According to this model, individual
board members agree either to donate a certain
amount, or to personally raise the same amount dur-
ing their tenure on the board, when they are asked to
join the board. This idea has worked with some arts
boards, to which wealthy community leaders ea-
gerly join. For human service organizations, the
idea dangerously reduces the attraction to serve on
a board. Client populations or lower paid human
service professionals may be tempted to forego
serving on a board if they feel they cannot raise or
donate the money. In a variation of this model,
boards may wish instead to request donations of in-
dividuals after they begin their terms, so as not to

make their service conditional to their donation.
F, The Board as Advocates

Related to the board’s role in fund-raising is
the role of the board members as lobbyers or advo-
cates for the agency. Non-profits depend so much
on the goodwill of the community for their survival
that this is an important consideration. The board
members act, directly and indirectly, as the voice of
the organization before other parts of the commu-
nity. It is the board of directors (but only through
their designates, such as the chairperson or the ex-
ecutive director) who speaks with media, with gov-
ernment officials, with funders and with leaders
of other non-profits about the value and needs and
activities of their organization, in conjunction with a
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public relations policy.

For this to be successful, the board must
enthusiastically support the efforts of the non-profit,
and communicate the effectiveness of the services
of the organization before their own group: other
professionals, other clients or volunteers, other
members. Nothing is more disheartening for poten-
tial supporters, or damaging to the credibility of a
non-profit, than hearing board members themselves
question the purpose or effectiveness of the organi-
zation. If the non-profit organization is not effec-
tive, whose fault is it other than the board’s?

“Itis [the] job [of the board
of directors] to see that the organi-
zation is carrrying out its mission in
a manner that is ethical, effective,
and fiscally accountable.”

Joan Hummel,
Starting and Running a
Nonprofit Organization
(1980:10).
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Committees Of The Board

21. Purpose and types of board
committees

22. An alternate model of board
conunittees

For many non-profits, board work means committee
work. Most books on the subject of non-profit soci-
eties tend to assume the existence of board commit-
tees, what might be called the traditional model.
There is no end to the number of committees a
board could have. The more commitices there are,
in addition to executive board roles, the more meet-
ings a board member would be expected to attend.
The time commitment could be astounding and
present an unbearable burden.

Some new ideas about non-profits have
reduced considerably the necessity of boards, or re-
jected the idea of board committees altogether,
most forcefully by John Carver in Boards That
Matke a Difference. According to Carver, commit-
tees only either do what the board as a whole should
be doing (policy statements), or what the staff
should be doing (operational plans). This workbook
proposes a middle ground between many and no
committees.

What, in essence, is the role of the board commit-
tee? Just as the non-profit organizational structure is
based on parliamentary models, so the committee
structure is also based on the same. So just as with
governmental committees, board committees func-
tion to do work which the larger group has neither
the time nor the expertise nor the interest to do.
Somewhere along the line, however, many non-
profit board committees have lost their way.

It is helpful, perhaps, to recall that govern-
ment committees cannot make binding decisions:
their role is merely to make recommendations,
based on their experience and knowledge, afier re-
sponsibly rejecting alternatives, and to justify those
recommendations to the larger body, according to
their investigation into the matter. It is the role, then,
of the government, to accept or reject those recom-
mendations. The government as a whole does not
repeat the deliberations of the committee: they sim-
ply reject or accept the recommendations.

Can this model be applied to non-profits?
‘What we are talking about are what are traditionally
called advisory committees, rather than administra-
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tive or policy-making committees. This structure is
perfectly acceptable, and has been used in the past
by boards with great success. Some boards have
advisory comrmittees, distinct from their board com-
mittees, yet with representatives who sit on the
board. What is the difference? Policy should
rightly be the domain of the board as a whole, but
often it abandons this to committees which it feels
are more “expert”. With this alternative model of
advisory committees making recommendations,
committee members can keep their expert role, and
boards can keep their policy making role.

Advisory committees are often used by
non-profits to incorporate non-board members
who are experts, in such a way so they can give their
advice in a non-binding manner. According to this
model, however, if all committees make non-bind-
ing recommendations, the board loses none of its
authority and possibly gains expert non-board mem-
bers for all of its committees. Most organizations
collect the names of professionals who will actin a
free (“pro bono”) capacity for them: lawyers, ac-
countants, bankers, social workers, businesspersons,
etc., who will donate their services to help the group.

Another problem with the traditional
model of board committees is the difference be-
tween permanent (“standing”) and temporary (“ad-
hoc” or “special”) committees. Many non-profits
feel that they must have several committees, often
corresponding to staff positions (Education Com-
mittee - Education Director, Volunteer Committee -
Volunteer Director). Often the two (staff person and
committee) feel that they are constantly “stepping
on each other’s toes” or “invading each other’s ter-
ritory”’.

One way around this impasse, and to avoid
the duplication of work, is to avoid permanent com-

mittees. Let us give an example. A committee such
as the finance committee, which supervises the ex-
ecutive director’s monthly reports, is doing essen-
tially what can be done by the board treasurer, If
there are problems with the reports, which cannot be
dealt with or understood by an individual, the board
itself should be notified, since this is a matter which
should be of concern to them. The board as a
whole, then, only some of whom might have a
knowledge of or interest in finances, may chose to
strike a temporary committee to look into the spe-
cific problem, and report back to the board’s next
meeting.

Another example might help. If the Edu-
cation comrmnittee is asked to draft an education plan,
they are doing the work of the Education director on
staff. What if, instead, an ad-hoc Education Plan
Review committee, composed of several board
members with an outside educational administrator
willing to volunteer one evening to the agency, is
drafted to review the Education plan written by a
staff member, recommend either its acceptance, re-
jection, or revision, and then disband? This commit-
tee is: 1) saving the whole board much time, 2)
using the expertise of those board members who are
interested in and knowledgeable about education
effectively in a consultative fashion, 3) using a valu-
able outside resource person, and 4) using the staff
person’s experience from the job in drafting the re-
port.

Ad-hoc committees have the advantage of
involving interested board members, who might
volunteer to participate in a temporary committee
around a specific topic, while they might be reluc-
tant to volunteer for an additional series of monthly
meetings. Ad-hoc committees are likelier, too, to
attract otherwise busy professionals, who might
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refuse to join a standing committee, but be willing to
volunteer on a one-time basis.

Regardless of the type or duties of a com-
mittee, an appropriate size for a committee is again
like the board, a group small enough to deliberate
efficiently, but large enough to represent diverse
interests. There is no reason to exclude non-board
members from most committees (although there
might be exception with especially confidential
actions). Persons who enjoy occasional committee
work, and show in that work a dedication to the or-
ganization, are perfect future candidates for the
board.

Rangnekar’s Law:

The possibility of avoiding
decisions increases with the size of
the committee.




Exercise 19

What is the formal structure of our organization?

Complete the traditional organizational chart below, identifying the
parts of your organization as it is now: the board, its committees, its
staff, etc. Add additional ‘branches’ to the 'tree’ if necessary.

Board

Cgmnitteed

Ngmeg epch one)

Executive Director

I Staff |

(Name| edch

position)

Volunteers -

(Name gac

type of

voluntegr)
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Exercise No. 20

Are there overlapping roles between board committees, staff, and volunteer positions?

Answer the following questions, using as many examples as you can. Discuss with other board members,
if you like.

Do all board committees, staff members, and types of volunteers have clear titles?

How many board committees duplicate (or approximate) titles of staff?

How many board committees duplicate (or approximate) titles of types of volunteers?

Are staff and/or volunteers represented on the appropriate committees?




Have there been problems of “territory’ between committee members, staff persons, and volunteers in these
areas?

Have there been problems of duplications of work or decisions between committee members, staff persons,
and volunteers in these areas?
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Exercise 21

Why is it important for each of cur board’s committees to exist?

Write down the name of each committee in the left-hand column, justifying each response on the right,
Compare your answers with those of other board members. In particular, justify why a) the board as a
whole, b) a member of the executive of the board, ) the executive director, d) a staff person, or e) a volun-
teer could not just as easily perform these duties.

Committee: Why necessary?
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Exercise 22

If our board’s committees had been formed only as ad-hoc committees to review a particalar course
of action or plan over the past year, what would they have been?

Write down the name of each committee again in the left-hand column. On the right, list ad-hoc committees
which would have done the same work. In the right-hand column, indicate how many times this ad-hoc
committee might have had to meet. For your answers, remember the results of these committee’s reports
back to the board. Compare your answers with those of other board members.

Standing Committee Ad-hoc Committees No. of Mitgs.

E.g. Education Educational plan review committee 1

Educational survey review committee 2
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Meetings of the Board

23. The board’s year of meetings

Almost all non-profit boards meet once a month,
and this seems to work well for most: often enough
to keep up-to-date about the agency, and not too
often for busy board members. Despite this, many
organizations only meet once during the summer
months. On the one hand, this has the obvious dis-
advantage that the work of most human service or-
ganizations continues year-round. On the other
hand, the absence of many board members during
their vacations may make establishing a quorum
difficult in the summer months. Each board must
decide together what is best for its members.
Boards vary in the times they meet: most
professionals work regular business hours, and so
meetings are usually scheduled around those times:
after work (5 to 6 p.m.), after the dinner hour (7 to 8
p.m.) or even on weckends. Each board should de-
cide the best time for themselves, although consist-
ency (choosing, for example, the first Tuesday of
each month) means that board members can sched-
ule other commitments around those dates. Monday
is not a good day for meetings, since many holidays
fall on Mondays. Occasionally, emergency meet-

ings must be held, although there are modern tech-
nological alternatives, such as teleconferencing,
Within a short period after the election of
the board, there should be several board actions:
. a review of the existing board poli-
cies and procedures,

. a review of the decision making
model for the board,

. creation of the vision statement for
the new board,

. the election of the board’s execu-
tive, and

. socializing to acquaint the board
members with each other.

These might be all done at the first board mecting,
After the new board members have grown accus-
tomed to the style of the board, the “real” work can
begin. As expetts in the field, or as individuals
knowledgeable about the work of the agency, there
is no reason why new board members should not
“jump in with both feet”. Most likely, there will be
much work to do.

Over the course of the year, other activities

will need to be accomplished:
. establishing goals and objectives
from the vision statement.

. establishing an action plan or time-
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frame for implementation of the
goals and objectives.
. possible rewriting of board policies
or procedures.
. annual audit of the organization’s
{inances.
. annual evaluation of the agency,
the executive director, and the board
(to be discussed below).
. nominations for next year’s slate of
candidates for the board.
Boards may wish to schedule this into specific meet-
ing dates.
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Exercise 23

What is our board’s year?

Set the dates for the year’s meetings and write these on the lefi-hand lines. Write down the work which your
board will need to accomplish each month. Complete in a group, or compare your answers with those of
other board members, and create one central plan. Integrate into this list the objectives and time-line from
Exercise no. 14.

Meeting Date Activities Scheduled for that Meeting
#1 :
—
#3 ;
#4

#5 .
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#7

#10

#11

#12
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24. Setting agendas

Agendas, the lists of items to be discussed at a meet-
ing, should be simple enough to prepare. Some
boards elaborate the process of setting an agenda far
beyond what is necessary.

Most agendas can be written by one desig-
nated person on the board, and do not require an-
other committee meeting, even executive meeting,
ot detailed discussion. That designate may be the
secretary of the board, but is most conveniently the
chairperson of the board together with the executive
director.

The agenda is not a pre-meeting: it is the
skeleton of discussion. Most items on an agenda
will be regular: the executive director’s report on
operations, the treasurer’s report on the monthly fi-
nancial statement, the standing committee chairper-
sons’ reports on their group’s activities. Apart from
this, agendas can usually be made from the minutes
of the last board meeting (sometimes called “old
business™). For instance, if an ad-hoc committee
was created to review a grant proposal prepared by
the exccutive director, one member of their group
can be expected to report to the board at the next
meeting about the committee’s recommendations
for approval of the proposal.

If there are new items to discuss (“new
business”), the board member wishing to bring up
the idea needs simply to contact the person respon-
sible for setting the agenda, and indicate the topic.
There should be no need to censor agendas: each
board member should have the right to bring for-
ward an idea. I there is no interest in the idea at the

board meeting, it can be dropped.

Agendas are most useful when distributed
in advance of the board meeting (perhaps arriving
a week beforehand). This requires the list be set at
least two weeks before the meeting, so that it can be
copied and mailed/faxed. If there are other items to
be added later, the first few minutes of the meeting
can be set aside for additional agenda items. It is
also useful to mark with each agenda item the per-
son responsible for opening the discussion. This
helps the individual prepare whatever notes or pho-
tocopies or other materials (chalkboard or writing
casel) will be necessary, and to get them to the office
staff for duplication also in advance of the meeting,
Nothing sours board-staff relations more than board
members demanding last-minute work from office
staff every month.

Some non-profits like to mail out the agen-
das to the next meeting with other information: past
minutes (a useful thing, so that corrections can be
made or action taken), news items, organizational
reports. It is important to remember to keep the
reader’s busyness in mind when preparing packets:
too much information will not get read. Some infor-
mation is not important for all board members to
have unless they want it (for example, a grant pro-
posal, which only the committee reviewing it re-
quires), and it is ecologically wasteful to pile endless
papers on board members.

Some boards also find it useful to limit dis-
cussion. This can be a valuable time-saving device.
Fifteen minutes is usually sufficient for most mat-
ters, and many reports take much less time. Break-
ing off discussion is always preferable to allowing
discussions to ramble on. After fifteen minutes, the
chair of the meeting can call a halt to discussion, and
board members may either request more informa-
tion from a designated individual, or strike an ad-
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hoc committee to investigate and recommend ac-
tion, or call for a vote.

At five to fifteen minutes per item, a board
can usually cover ten to fifteen agenda items in a
two-hour meeting. This is about the limit to most
people’s ability to discuss, before becoming tired.
While there may be more work to do, boards must
realize their limitations. Priorizing agenda items
according to deadlines (for grant proposals) or
timeliness (for monthly reports) or importance (for
policy direction) might need to be done, and should
be able to be requested by any board member at any
time during the meeting,

Board members may also wish to include
from time to time reports by staff or others about
programs whenever time and opportunity allow, as
this serves to educate board members more about
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the organization.
SAMPLE AGENDA

L Additions to agenda (Chairperson)

2 Executive director’s monthly report (Executive Director)

3. Monthly financial statement (Treasurer)
Old Business.

4. Report of nominations committee (Chair of that ad-hoc committee)

5. Report of Federal grant proposal committee (Chair of that ad-hoc commit-
tee)

6. Report of building rental committee (Chair of that ad-hoc commilttee)
New Business:

7. Provincial grant proposal (Executive Director)

8. Policy request on retirement benefits (Executive Direcior)

9. Policy request on board members serving as consultants to staff (Board

member)

10. Guest report on state of volunteers in agency (Staff Volunteer director)
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25. Maintaining order in meetings

There are several different options for maintaining
decisions at board meetings. Traditionally, boards
have used Robert’s Rules of Order (also known as
Parliamentary procedure) for discussions. This
procedure is strict but clear. According to this
method:

1. One board member says, “I move
that. .. fspecific action]”.

2. If no one wishes to support the first
speaker, the motion “dies”.

3 If someone seconds it, that person
says, “I second the motion.” (which
does not mean that they must vote
in favour of it later)

4. The chair of the meeting restates

~ the motion and then asks, “Is there
any discussion?”

5. Discussion begins.

At any time during the discussion,
one board member can amend the
original motion, but this amend-
ment also requires a seconder.

7. At any time during the discussion,
one board member can call a point
of order, which declares that the
motion is in conflict with the consti-
tution or bylaws of the organization.
That person says, “I object to the
consideration of this question.” No
seconder is needed, but the person
must justify their argument, and the
chair must agree. If the chair disa-
grees, the objecting board member

may appeal the chair’s decision, in
which case the entire board votes on
the chair’s ruling.

8. At any time during the discussion,
any board member can move that
the original motion be tabled until a
future date, for more information or
further consideration. Then the
chair immediately calls for a vote
on tabling. (Adapted from Lorie
McMullen, The Board Staff Work-
book no date:73-4)

As is apparent, this style of maintaining or-
der was designed for the large body of people meet-
ing in parliament. Boards are not nearly so big, and
this type of discussion is often too weighty and time-
consuming. Also in parliament, representatives
wanted to be listed as having introduced an item, for
political reasons, and so motions and seconds were
recorded. There is no demonstrable good reason for
this in non-profit societies. Indeed, there is no good
reason why free discussion cannot be allowed in-
stead of traditional methods. If a limit to discussion
exists, and is known by all, then all have the oppor-
tunity to speak. If an idea, once brought forward by
one board member, fails to elicit discussion, then the
vole or agreement regarding the action is taken.

Another recently suggested model is the
Improved Nominal Group Technique (INGT)
proposed by William Fox in his book Effective
Group Problem Solving, in which all comments arc
made according to an elaborated agenda of written
motions, and anonymously, into a suggestion box,
before the meeting, One drawback is the length of
time for results. His technique was intended for

meetings where supervisors and supervised staff
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meet together, and the difference in status might
compromise honest ideas, It could be used by a
board, however, to avoid problems of status (espe-
cially veteran vs. new board members) and might be
investigated. The real importance is there be clarity
in the minds of each board member about which
method of discussion will be used.

“The more [board mem-
bers] feel that their partici-pation
is welcome and matters, the more
committed they become to [the
group’s] activities.”

William Fox, Ef-
fective Group Problem Solving
{1988:13)

26. Decision-making in meetings

Related to the methods used for maintaining order in
meetings are the different options for making deci-
sions. The most familiar, and traditional method, is
the vote. According to Robert’s Rules of Order,
the method by which a motion fails or succeeds is
precise:

1. The motion can die because no
board member will second it.

2 The mover can decide to withdraw
the motion at any time during the
discussion.

3 The motion can be invalidated if a
board member calls a point of or-
der and the chair agrees, which de-
clares that the motion is in conflict

with the constitution or bylaws of
the organization,

4. The motion can be tabled until a
future date, for more information or
further consideration. Then the
chair immediately calls for a vote
on tabling,

5. The board can vote on a motion. If
the chairperson feels that discussion
has continued as long as necessary
on an item, she/he calls for a vote,
by restating the motion thus: “It is
moved that... Those in favour?
Those opposed? Abstentions?”

6. The chair does not vote unless there
is a tie,
7. Any board member can request a

vote by ballot instead of aye/nay or
show of hands. In such a case, that
person moves, "I move that we vote
by ballot”, and the chair calls a vote
on this. (Adapted from Lorie
McMullen, The Board Staff Work-
book, no date:73-4).

Again, this procedure was designed for an
audience of a hundred persons. In boards, there are
simpler methods which are just as effective, as long
as they are clearly understood by all board members.

Boards might prefer to continue voting, in a
simpler method. This requires that a specific action
by the board be requested, which will be the subject
of the vote. Usually, a simple majority (over 50
percent of the board) carries the vote. Other boards
favor a two-thirds majority to carry a vote (over 67
percent of the board), which indicates a greater sup-
port for actions, but which might lead to greater in-
ertia in board activity. In voting, all boards must
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decide whether the majority will be of board mem-
bers present at the meeting, or will include a major-
ity of all board members, even absent ones. Boards
must also decide their quorum, that is, the number
of board members required at a given meeting to
make voting truly representative of the board.

Some boards use the decision making
method called consensus. According to this
method, all board members must agree on an action
for the board to proceed with it. Consensus has a
great advantage in that it is considered 10 be most
representative and fair, since all board members
have equal authority. One of the disadvantages is
one board member can block even the agreed action
of all other board members. Further, the person who
would have been happy casting a 'no' vote 1o a
resolution will often feel railroaded into supporting
something with which they do not agree, just to up-
hold a 'consensus'.

Some ways of soliciting discussion in con-
sensus-run meetings are:

1 The board member intro-
ducing the item suggests a

course of action.

2, The chair asks whether
other board members wish
to speak to the item.

3. The chair might ask what a

heretofore silent board
member thinks about the
suggestion, who is free not
to speak.

4. The chair asks whether
anyone is opposed to the
course of action suggested
by the first speaker.

5. The opponents may be

asked by any board mem-
bers why they are opposed.

6. The opponents may decide
to support the majority de-
cision despite their misgiv-
ings. |

7. Any board member might
suggest a compromise
course of action which
might be similar to the first
proposal, but take into con-
sideration the objections of
the original idea’s oppo-
nents.

8. The discussion begins
again, until a course of ac-
tion is agreed to by all, or
until it is decided to do .
nothing about the idea.

There is no correct answer about decision
making for non-profit boards. These are decisions
which can only be made by the individual board
members, and are related to individual values about
fair democracy. Methods of decision making can be
changed at any time. But above all, every board
member must be clear about the decision. It would
be disastrous to have one board member believe that
Robert’s Rules are in effect, while another believes

that consensus is the method of decision making.
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Conflict Management

27. Personality conflicts

Whenever people meet in groups, there is the poten-
tial for conflict. Personality conflicts are those
which centre around differences in individual char-
acters: how we relate to the world, to problems, to
opposition. When people interact in groups they
tend toward what psychologist Irving Janis called
“groupthink”, in his article of the same name, that
is, acting in ways they would not in smaller groups
or with individuals. Some common problems in
personal characteristics in group settings are:
1. Talking too much.

2. Not talking enough.

3. Not paying attention to the meeting.

4. Reading notes while others are talking.

5. Speaking in side conversations.

6. Constantly arguing with others’
positions,

7. Agreeing with everyone.
Obviously, not all of these problems are trouble-
some to all. Likely, everyone could be bothered by
all of these behaviors at one time or another. There
is a key 1o finding the positive effects of personality

conflicts. First, it is important to realize how sub-
Jjective these opinions about another person really
are. Often, of course, it is people who are too much
alike who have the greatest personality conflicts.
Also, the level of annoyance with other individuals
may have more to do with how they are saying
something than with what they are saying. Or it
may be that winning the argument becomes as im-
portant a goal to the participants as was the original
idea. Or it may be a behavior that would normally
be overlooked, but a bad day at home or at work
might emphasize it.

Second, it should be apparent these conflicts
are inevitable. The characteristics so often disliked
are usually found in highly motivated individuals,
who are the type of people attracted to board work.
Part of minimizing the effects of personality con-
flicts is to realize these things, and to remind oneself
to concentrate on the idea and not the person.
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“There is a clear
responsibility for... directors to
make sure there are opportunities
to ventilate differences in perspec-
tive, opinions, and disagreements,
and perhaps even engage in an oc-
casional fervid confrontation. The
problem with most boards of direc-
tors is not that they are too disputa-
tious, but that they are not
disputatious enough... if at all in
many cases.”

Robert Mueller,
New Directions for Directors
(1978:68)
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Exercise 24

What do I have in common with these people?

Sometimes it is difficult to keep a proper perspective on other board members, especially if past disagree-
ments clutter current decision making at meetings. Try this exercise alone; it is confidential. Write down
each of the board members’ names in the lef-hand column. In the other two columns, write down one char-
acteristic which you share with that person, and one characteristic which you don’t share but admire in that
person. There is no need for a third column for qualities you don’t admire; those spring easily enough to
mind!

Board member’s name: Characteristic which [ Characteristic which 1
Share with that Person: Admire in that Person:




28. Values conflicts

Often more dangerous than personality conflicts,
and less recognized by many boards, are conflicts in
values between board members. More dangerous
because they are essentially unresolvable. Ofien the
only solution is for one of the board members to step
down. Some experts feel boards need to spend
more time elucidating their values and solidifying
them into policies, as for instance, John Carver in
Boards That Make a Difference. Values conflicts,
however, may give rise to radically different visions
of the organization’s purpose and goals. Some typi-
cal values conflicts are:

1 The value of individual vs. collec-
tive action.

2 The amount of government inter-
vention desirable in civic life.

3. Equality of all people (women, ra-
cial minorities, natives, gay men
and lesbians) and protection for mi-
norities.

Religious beliefs and moral values.
Political loyalties.

State responsibilities for: health
care, the unemployed, education.

7. Censorship vs. free choice.

8. Appropriate lifestyles (of children,
of adolescents, of adults, of seniors,
of the physically and mentally chal-
lenged) and support for those life-
styles.

9. Economic beliefs (free enterprise
vs. socialism) and the ability of the
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consumer market to regulate itself.
Some of these values conilicts may arise at any time
in board deliberations: whether to hire a female or
native or openly gay executive director, whether to
support free dental care or maternity benefits for
employees, whether to offer free memberships to
persons on welfare or to seniors, whether to lobby
the government for increased funding to non-profits
or concentrate on seeking private funding sources.
The best that can be done is to investigate what the
differences are, to discuss with other board mem-
bers their views, and to try to cope with the prob-
lems by compromise, or to accept the opinion of the
majority.

Conflicts, if let grow, can destroy an organi-
zation. Before that happens, values conflicts can
also eventually turn a board to factionalism. All
boards are of course somewhat prone to this. People
from similar backgrounds often join together for
support: clients, professionals, members of the target
population on the board. It is natural to seek people
who share our experiences. Seating at meetings is
often an indication of informal alliances between
board members.

Alliances become dangerous, however,
when personality or other conflicts result in people
feeling greater loyalty to the alliances than to the
board as a whole. This can also happen when vet-
eran board members exclude new board members
from real authority, when the executive members
exclude other board members, or when real values
conflicts exist.

Boards which have formed alliances or fac-
tions need to reaffirm their commitment to the board
as a whole. Often an outside facilitator, or an en-

tire day spent together (a “retreat”), or a social
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evening can begin this process. The most important
step, however, is to look at why the split began.
Was it a personality conflict? Was it a conflict of
values? Was it a difference over the vision of the

organization or its goals?
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Exercise 25

Where do board members usually sit at meetings?

Indicate where board members usually sit at meetings. Do individuals who sit together usually think alike
on issues and vote the same way? Is there a connection between executive board members and others?
Disregard members who change place from meeting to meeting. Circle the spot where you normally sit and
note who sits on either side and across from you. Note: This is not meant as a negative statement about
alliances in your organization, but rather as an information exercise.

Board Table




Exercise 26

What are the values which I bring to this board?

This is a confidential exercise. Circle the most appropriate answer to each question. Remind yourself
how sincere individuals could answer differently to each question.

Human rights are the most important issue today. YES NO DON'TKNOW
Government is too involved in our lives. YES NO DONTKNOW
Censorship in any form is wrong,. YES NO DON'TKNOW
Everyone should try to make it on their own. YES NO DON'TKNOW
Racism exists in Canada today. YES NO DON'TKNOW
Mercy killing is not merciful at all, YES NO DONTEKNOW
War is sometimes the only moral alternative. YES NO DONTKNOW
The family is the basis of society. - YES NO DONTKNOW
A woman’s right over her body is absolute. YES NO DON'TKNOW
Capital punishment is justified in some cases. YES NO DONTKNOW
Health care should be free, even for the rich. YES NO DON'TEKNCW
Children should be protected from sex on TV. YES NO DONTKNOW
Children should be protected from violence on TV. YES NO DON'TKNOW
Every manufacturer has the supreme right to
charge whatever the market will bear for goods. YES NO DON'TEKNOW
Gay people are a persecuted minority. YES NO DONTKNOW
Everyone has the right to work for a living, YES NO DON'TKNOW
Everyone should have the responsibility to

work for a living. YES NO DON'TKNOW
Pornography is not freedom of speech. YES NO DON'T KNOW
The elderly are not valued in our society. YES NO DON'TKNOW
The disabled are not valued in our society. YES NO DON'TKNOW

‘Women are not valued in our society. YES NO DONTEKNOW
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29. Mechanism for conflict resolution

Overcoming conflict is never easy. The best that
can be expected is there exist a clear, easy-to-follow
mechanism for conflict resolution, or what is some-
times called in the literature problem solving. That
is, similar to a grievance procedure for employees,
there be created a procedure for board members
who are in conflict to work together to negotiate a
compromise or resolution. This is not always go-
ing to be possible; sometimes only a clarification of
the conflict will result. But the consequences of
unattended conflicts warrant at least the attempt.
William Roth, in Problem Solving for Managers,
suggests the “problem-within-problem” approach:
moving from particular conflict to larger network of
differences. Other options for conflict resolution
which boards should consider are:

1. The two parties in conflict should
meet together outside of the board
meeting to atiempt a resolution.

2 The chairman of the board should
meet together with the parties in
conflict to attempt a resolution.

3. The executive director should meet
together with the parties in conflict
to attempt a resolution.

4. Another board member, known for
her/his conflict management skills,
should be selected to meet with the
parties in conflict to attempt a reso-
lution.

3. An outside professional (a counsel-

lor or social worker), sympathetic to

the aims of the organization, should

meet together with the parties in

conflict to attempt a resolution.
The choice often depends on individual personali-
ties: one of the possibilities might stand out already
in your mind as the best, according to the other peo-
ple on your board. If the two individuals in conflict
cannot resolve the dispute, the other choices all have
the advantage of introducing a neutral third party.
An outside professional, who cannot be considered
to have taken a personal stand on the issue, may be
best to attempt the resolution of a serious conflict.
One must show great care in selecting such a media-
tor, however,

As Wendell French writes in his article,
“Organization Development: Objectives, Assump-
tions and Strategies”, the goal of conflict resolution
should be: to increase the level of trust and support
among board members; to confront problems di-
rectly instead of “sweeping them under the rug"; to
create an environment in which experience, knowl-
edge, and skill are appreciated; to increase the open-
ness of communication; and to increase
enthusiasm and satisfaction of the individual’s in-
volvement in the organization.

It is important for boards to decide upon a
mechanism for conflict resolution before the conflict
begins. Otherwise, deciding the course of action
might get entangled in the conflict itself

“The board member should
place the larger interests of the
agency above personal or factional
concerns.”
Cyril Houle,
Governing Boards (1990:56)




Part Twelve

Board Evaluation

30. On evaluations

One of the most important tasks for the board is
evaluation, Not concerned as the staff is with the
everyday operations of the organization, the board
can take a step back and look at the bigger picture:
“How well is the organization fulfilling its mis-
sion?” “How well are its parts (staff, board, execu-
tive director) fulfilling their roles in the mission?”

Evaluation is especially important for non-
profit societies. Most non-profits rely on govern-
ment or foundation funding; in almost all cases,
organizations arc asked to justify their funds
through evaluations of the effectiveness of their
services or products. In this time of recession, pub-
lic and private funders are holding non-profits ac-
countable for use of their money.

Some say human services, unlike profit cor-
porations, cannot be easily evaluated. There is some
truth in that. It is more difficult to register the effec-
tiveness of a service than a product; few non-profits
can look at sales to establish popularity. But there
are all kinds of other indicators to register effective-
ness.

The keeping of statistics on service utiliza-

tion is an important evaluation tool for non-profits.
It is relatively simple to assign an effectiveness in
this way, and relatively inexpensive for tight-budg-
eted agencies, as Allan Beigel and Alan Levenson
point out in their article, “Program Evaluation on a
Shoestring Budget”. How many clients used our
services? How many requests for information did
we receive? How many people attended our educa-
tional evenis?

Some information is more difficult to get
from general statjstics, How effective is one pro-
gram over another? What percentage of clients/re-
ferrals are from our target population? What
percentage of our service budget is devoted to each
of our projects? How much staff time is devoted to
each of our projects? This information is not impos-
sible to retrieve, but it does require some extra time
and effort. More importantly, it requires a dedica-
tion to the importance of evaluation.

Some evaluative techniques begin not with
the organization, but with the people affected by it.
This is the most useful type of evaluation. It can
determine public support or awareness for a non-
profit, the effectiveness of an educational program,
or behavior change in a target population.

Questionnaires or surveys are one such
type of public evaluation. They are useful in being
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cost-effective in terms of human hours, and if de-
signed correctly, can answer important questions.
They are limited, however, in that only a smalt por-
tion of individuals who receive questionnaires actu-
ally fill them out (statisticians usually expect only
one-third to one-half to be returned). Those who do
return them might be motivated by strong support
for the organization.

Another way of compiling evaluative infor-
mation is through personal interviews. These are
time-consuming, but can be very helpful. Inter-
viewing a client who is very familiar with the serv-
ices of your organization, or a professional from
outside the organization on their views about your
work, your effectiveness, etc. can yield valuable in-
formation. For cost-effectiveness, interviews are
more often being taken together, in focus groups of
individuals with similar backgrounds.

Evaluations can be done by any member of
the non-profit team. It is most useful for individuals
to evaluate the areas they supervise: staff to evaluate
the projects, the executive director to evaluate the
staff, the board to evaluate the executive director
and the agency as a whole. Alternatively, outside
consultants can be brought in to evaluate an agency
or board: they provide the benefit of neutrality and
impartiality. There is no simple answer as to how
often evaluations should be done. Once a year is a
common pattern for simple evaluations; once every
three to five years for more intricate evaluations.

31. Evaluating the board

The effectiveness of the board must be evaluated by
the board members themselves, and this is difficult.

Few of us like looking at our own faults. The board
can, however, evaluate themselves easily and
quickly on the basis of their role: have they trans-
lated the mission into achievable goals? Have they
chosen sensible objectives to reach these goals?
Have they accomplished any of the objectives?

The opinion of the executive director can
also be very helpful in the board’s evaluation, by an-
swering the following questions:

. How clear and specific was the
communication by the board in di-
rection about goals?

. How quickly were questions re-
garding direction dealt with, and
how effectively?

. How realistic were board goals in
terms of restrictions in time, in
funding, in personnel, in accessibil-
ity 1o clients or target group?

Robert Herman and Richard Heimovics discuss
other ways in which the executive director can assist
board evaluations in chapter five of their book, Ex-
ecutive Leadership in Nonprofit Organizations.
Thomas Wolf, author of Managing a Nonprofit
Or ganization, suggests that board members might
anonymously evaluate each other.

If a board “fails’ its evaluation, there are
options to consider. It is impracticable for all of the
board members to resign; this would be too great a
strain on the organization. The board might con-
sider one of these altemative actions:

1. An education seminar for board
members, facilitated by an outside
expert.

2 A portion of each board meeting set
aside for board development, per-
haps with the assistance of exercises
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like the ones in this workbook.

Self-evaluation by each individual
board member on the question of
whether it is in the best interests of
the organization to remain on the
board, or to step down before the

next general meeting.
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Exercise 27

How effective are we as a board?

Mark a check (V) to the left of each question which can be answered “yes”. Adapted from Flanagan
(1981:143-4).

1. Have we reviewed and reaffirmed the mission statement?
2. Have we evaluated our bylaws?
3. Were all revised bylaws approved at the annual general meeting?
4. Have we held an annual general meeting?
5. Have we set clear organizational goals for the year?
6. Have we set a fund-raising strategy for the year?
7. Have we designed a strategy to guarantee income for the yeat?
8  Have we approved a budget for the year?
9. Have we evaluated the performance of the executive director?
10. Have we evaluated our programs?
11. Have we prepared an action plan and time-line for goals?
12, Have we elected an executive committee for the board?
13. Do our committees have clear and necessary responsibilities and structures?
14. Have we successfully resolved conflicts between board members?
15. Have we effectively integrated new board members?
16. Have we nominated potential board members from diverse backgrounds and with diverse skills?
17.  Are our meetings productive?
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32. Evaluating the executive director

The executive director is evaluated on the principle
of how effective he/she was at putting the mission of
the organization, and the goals of the board, into
strategies of operational practice. In most non-prof-
its, the executive director is evaluated in some way
every year.

Part of an evaluation of the executive direc-
tor by the board might be a request for the executive
director to evaluate her/his own performance.
Staff should also be permitted input in the evalua-
tion of the executive director, since they work daily
together. Of course, this input must be anonymous
to ensure frankness. One method might be the Im-
proved Nominal Group Technique (INGT) of
William Fox (see section 25 of this book). This
would permit open comments, and then permit the
board to resubmit questions to staff in specific arcas
of concern. The board supplies the remainder of the
executive director’s evaluation.

No evaluation of the executive director’s
job can be completed until after the board has com-
pleted its own evaluation. Obviously, if the board
feels it has unsuccessfully translated the society’s
mission into goals and objectives, it cannot fault the
executive director for lack of strategics. The execu-
tive director can only be as successful as the board is
clear.

If an executive director fails the evaluation,
the board may consider:

1. Reviewing the evaluation carefully
with the executive director, and re-
peat the evaluation in six months’

time.

2 Requesting that the executive direc-
tor demonstrate improvement in
the required areas, and report back
to the board on this in six months’
time.

3. Terminating the executive direc-
tor’s contract.

The third step is certainly not one to be taken lightly,
but neither is obvious incompetence or breach of
responsibility to be ignored. While non-profit
boards do not have to be as ruthless as for-profit
boards are reputed to be in firing executive directors,
the focus of the board members in such delibera-
tions should be the best interest of the organiza-
tion.

33. Evaluating the agency and its
programs

Ultimately, the entire organization is evaluated on
the basis of the simple question: “How well has the
organization fulfilled its mission statement?”

Since the obvious goal of any non-profit
organization is the translation of its mission into
services, these become the primary focus of agency
evaluation. Service programs can also be evalu-
ated on their directness to the current goals of the
agency. In the words of Clifford Attkisson and col-
leagues in their book Evaluation of Human Service
Programs, appropriate service delivery must be un-
derstandable, accessible, comprehensive, cost-cffec-
tive, and capable of being improved to be
accountable to the community.
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This must be the standard by which programs, and
the agency which operates them, are judged. In ad-
dition, all programs can be separately evaluated on
their structure (how well-organized?), their proc-
ess (how flexible?), their ontcome (how success-
ful?) and their community impact (how useful?).
Moreover, programs must always be cvaluated ac-
cording to the vision statement and the goals cre-
ated from it. How do current programs relate to
these goals?

The staff who implement the agency’s pro-
grams know most about how these services fulfill
these criteria. It is most appropriate, therefore, that
staff perform the “lion’s share” of program evalua-
tion. Only in this way will the evaluation be com-
plete, realistic, and consistent. Boards have the
responsibility to see the evaluation is done, how-
ever, and can direct an executive director to initiate
staff evaluations of any or all agency divisions. The
board as a whole, or an ad-hoc commiittee of inter-
ested board members, can then review each of the
evaluations. This review ensures the program of-
fered by the agency is: useful, cost-effective, and in
keeping with current goals of the organization.

One of the most important functions for the
board review of agency effectiveness is the ques-
tion of obsolete services. Despite their possible
“failure” in evaluations, non-profits are often reluc-
tant to jettison obsolete programs. The impetus
for discontinuation of a program may often come
from staff evaluations, if the project is too costly or
underused: Alternately, the staff may be so busy
with implementation and fail to recognize the need
to end or change certain services. For boards con-
sidering stopping certain services, here are a list of

possible alternatives, from Joan Flanagan in The

Successful Volunteer Organization:: continue the
program if it's not a drain on the organiztion or hin-
ders other programs; offer the program to another
organization; put it on temporary hold and watch
public reaction, help others revive it if the interest is
there. Flanagan lists a number of reason to not con-
tinue a program: "We always have done it this
way"; "We can get a grant"; "We can put someone
we like on the payroll"; ""We can let the staff do it";
"We can get a lot of publicity for doing it"; "If we do
not do it, no one else will" or * If we do not do it,

someone else will".

In conclusion to this section and to the
workbook, let us conclude with the results of the
hundreds of interviews of founders of non-profit
organizations, which Joan Flanagan conducted for
her book, The Successful Volunteer Organization.
According to these founders, the most common
stated causes of non-profit success were:

“1- clear goal;
2- the will to succeed;
3- focus on a limited number of goals;
4 plan and timetable to reach goals;
5- tangible victories;
6- exciting programs;
7- fun;
8- strong board of directors;
9- dependable income;
10- and up-to-date bookkeeping.”

According to these criteria, how does your organiza-
tion fare?
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Exercise 28

How effective are our programs?

Fill in the numbered columns with specific programs of your organization. Mark a check (V) across from
each question which can be answered “yes”.

Key: Program #1 =
Program #2 =

Program #3 =

Program #4 =

Program #5 =

Program #6 =

Program #7 =

Program #8 =

#1 #2 #3 #4 #5 #6 #7 #8

1. Is the program
understandable to
the general public
or to our target
population?

2. Is the program
accessible to
those who need
its services?

3. Is the program
comprehensive
for the range of
service needs of
our clients?

4. Is the program
cost-effective?




#1

#7
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Is the program
capable of being

improved through

evaluation?

Is the program
accountable to
the community
or to our target
population?

Is the program
well-organized?

Is the program
flexible?

Is the program
in keeping with
Our mission
statement?

10.

Is the program
in keeping
with our vision
statement?

11.

Is the program
directed toward
our target
population?

12.

Is the program
in keeping with
our current goals
and objectives?
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35. Where to go for more information in
Alberta

For information about the incorporation of non-
profit societies, or for their regulations, contact:

Corporate Registry

Alberta Consumer and Corporate Affairs
Edmonton: 427-2311

Calgary: 297-3442

For information about charitable status and tax-
exempt status, contact:

Charities Division
Revenue Canada Taxation
Telephone: (613) 598-2275
Toll-free: 1-800-267-2384

For information about employee rights, contact:

Alberta Human Rights Commission
Edmonton: 427-7661

Calgary: 297-6571

Elsewhere in Alberta: 1-800-432-1838

Workers’ Compensation Board
Edmonton: 498-4000
Calgary: 297-6471

For books on non-profit societies and board devel-
opment, contact:

Note: library borrowers’ privileges are usually re-
stricted, but access to libraries is open.

Edmonton Social Planning Council Library
(Edmonton): 423-2031

Alberta Family and Social Services Library
(Edmonton): 427-6412

Learners’ Resource Centre
Grant MacEwan Community College
(Edmonton): 441-4682

Rutherford Library
University of Alberta
(Edmonton): 492-4174

MacKimmie Library
University of Calgary
(Calgary): 220-5962

For professionals trained in non-profit board devel-
opment, contact:

Edmonton Social Planning Council
(Edmonton): 423-2031

Volunteer Action Centre
(Edmonton): 482-6431

Volunteer Centre of Calgary
(Calgary): 265-5633

Volunteer Sector Management Program
Grant MacEwan Community College
(Edmonton): 441-4624

Faculty of Social Welfare
University of Calgary
Calgary: 220-5942
Edmonton: 492-3888

36. Information about the Edmonton
Social Planning Council

Founded in 1940, The Edmonton Social Planning
Council is an advocate for social change in the Ed-
monton arca. Itself an independent, non-profit soci-
ety, the Edmonton Social Planning Council sees one
of its important roles as a catalyst for other non-prof-
its: both those just getting started, and those looking
for redirection or development. Get On Board! is
only one such project.

Throughout its history, The Edmonton
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Social Planning Council has helped to found or has
been involved with the beginnings of some of Ed-
monton’s major non-profit societies. Research on
contemporary social issues has always been a part of
the mandate of The Edmonton Social Planning
Council. Tn addition to Get On Board!, the Coun-
cil also produces The Other Welfare Manual (in
cooperation with Alberta Family and Social Serv-
ices), Tracking the Trends: Future Directions
for Human Services in Edmonton (as part of the
Community Trends Working Group), and other
publications. Regular newsletter First Reading and
research factsheets Alberta Facts and Edmonton
Facts are also produced by the Council. As part of
its role as catalyst for social action, The Edmonton
Social Planning Council sponsors a number of
workshops and symposiums on various issues. So-
cial planners from the Council are also available as
facilitators for groups wishing to form around an
issue, or for groups wanting outside direction, assist-
ance or evaluation.
For information about any of the services
offered by The Edmonton Social Planning Council,
or for information about membership in the society
or its publications, please contact:
The Edmonton Social Planning Council
#41, 9912 - 106 Street

Edmonton, Alberta CANADA T5K 1C5
Telephone: (403) 423-2031

FAX: (403) 425-6244



