[image: image1.png]



· The 3 Stages of a Nonprofit Board’s Life 

· 8 Principal Roles of a Nonprofit Board

· Common Board Committees

· 13 Characteristics of a Good Board Member

The 3 Stages of a 

Nonprofit Board’s Life
· Most nonprofit organizations in constant transition.

· NPO’s transition reflected in and determined by a variety of internal and external factors – including the stage of the Board’s development. 

1.  Start Up Board
How do nonprofits begin?  

A.  Small group of dedicated volunteers:  

· No staff  -- volunteers 

· Board governance 

· Management 

· Program delivery functions 

· Raise funding

or

B.  "Charismatic Founder"

· No real Board

· Founder the real policy maker

· Founder does all the work

· Delivers the services

· Raise the funding

· Board exists only because the law requires it.  The Board knows little or nothing about the operation of the NPO.  

2. Governance Board

The NPO has begun to mature 

Governance and management functions separate --

· Too large for the Board to operate 

· Hires a CEO, perhaps other staff  

· Board takes on a more policy setting and oversight role

NPO forced to mature quickly because of external events 

The “3Ws” apply to this Board:  Wealth, Wisdom, Workers

3.  Institutional Board

· NPO is "fully mature"

· Policies and staff in place for some time

· One turnover of CEO

· Programs well-recognized in the community

· Great honor to be on this Board

· Board is concerned primarily with fund raising 

 "3 Gs" apply to Board membership:  Give, Get, or Get Off

Legal Responsibilities

Three “duties” required by law of every nonprofit board member:

1. DUTY OF CARE

Exercise powers with the same care and skills used in business or personal lives.

2. DUTY OF LOYALTY

Put the needs of the nonprofit before personal gain and receive no personal profit; e.g., full disclosure of any conflict of interest.

3. DUTY OF OBEDIENCE

Act within the requirements of the law and according to the organization’s mission and by-laws.

Legal actions Against Board Members

Failure to meet duties may leave Board members liable.  

The State of Colorado, however, indemnifies volunteers if they act in good faith (with reasonable skill and prudence) 

8 Principal Roles of a Nonprofit Board

Role 1.  
Defining, updating and governing to the vision, values and mission of the organization

Role 2.  
Policy Development

Role 3.  
Financial Oversight
Role 4.  
Strategic Planning and Evaluation

Role 5. 
Overseeing the work of the CEO
Role 6. 
Seeing to the on-going life of the Board

Role 7. 
Representing the Organization to the Community
Role 8. 
Representing the Community to the Organization
Role 1.  Defining, updating and governing to the vision, values and mission of the organization

Vision Statement – articulation of nonprofit’s ideal; what the nonprofit wants the world to become.  

Values Statement – nonprofit’s core beliefs that guide decision-making.  Internal moral compass of the nonprofit.

Mission Statement tells purpose – the  lynchpin between the organization’s vision and values.
A mission statement usually answers four questions:

· Who are we?

· What do we do?

· For whom?

· To what end?

The Vision, Values and Mission Statements must inform and guide our every decision -- the Board must GOVERN to them, and senior management must MANAGE to them. 

The Board must review the mission and mission statement at least biennially (some recommend annually).  

Role 2.  Policy Development
The difference between "governance policy" and "management policy" is easy to talk about and frequently difficult to determine

John Carver’s "mixing bowl" model is a good way to think about the difference.  

First question:   "Is this a governance policy question?"  

· This determines whether the Board should take limited and valuable time to consider the matter. 

· The officers of the Board should be especially aware of this question.  

Custodianship of this question can be assigned to the Vice President or Vice Chair of the Board. 

What is "a policy"?

Any plan or course of action adopted by a ... business organization or the like designed to influence and determine decisions, actions, and other matters.  A guiding principle.

If it determines or guides the fate of the organization, it's probably a policy.  
Role 3.  Financial Oversight

· Board legally and morally responsible for wise use of financial resources. 

· Finance Committee  -- composed of both Board members with financial expertise – a corporate finance officers, an auditor or a CPA for example -- and also non-financial experts who are willing to learn

· The treasurer is generally the chair of this committee, and the President/Chair of the Board often serve as an active ex-officio member of this committee.

The financial responsibilities of the Board include:

1.  Budgeting:  both annual and long-range  

Must be consistent with the strategic plan

Realistic revenue projections (no "magic thinking").

2.  Regular (at least quarterly) financial review by the entire Board 

CEO always the CHIEF STAFF FINANCIAL OFFICER of the organization.  This is not a duty that can be delegated to any other member of the staff. 

3.  Resource Development -- fund raising and other

· All Board members can and must participate 

· Accomplish mission

· Succeed in its strategic goals

· Meet annual budget

Role 4.  Strategic Planning and Evaluation
Strategic planning:  

implementation of governance policies that grow out of mission. 

Board responsible for ensuring that NPO has a mission-driven strategic plan. 

Strategic planning begins with strategic GOAL SETTING.  

Where should we be in two - three  years -- and why?  

Strategic goals must be quite concrete and attainable 

Strategic goal setting is the function of the entire Board.  

Goals should be then translated in strategic objectives that are measurable.

Strategic planning can be delegated to a committee of the Board, working in active partnership with the staff.  

Ultimately the strategic plan must go back to the Board for final approval.  

Strategic goal-setting and strategic planning can cause considerable conflict between the staff and Board. 

· Board-staff partnership is situation of dynamic tension.  

· Board views staff as too mired down in tree tending, unable to see the forest.  

· Staff sees Board as  not informed about issues.

· Shared responsibility of the Board President and the CEO to make the relationship work.

Strategic planning not a precise art.  

· The world is ever changing in unpredictable ways  

· “STRATEGIC GUESSING”  

· Information and opinions from other key stakeholders

· Measurable milestones and outcomes

· Board must evaluate progress  

· Feedback loops 

· Modify as necessary

Role 5.  Overseeing the work of the CEO
· The CEO reports TO the Board of Trustees, but THROUGH the Board President  

· On major policy matters, Board reports THROUGH Board President to CEO

· Individual Board members have no authority to issue orders to the CEO.

· The CEO / Executive Director ONLY has authority and responsibility for

--Hiring

--Directing the work 

--Promoting

--Firing

Board responsible to hire and fire  CEO.  

Steps in between:  

· Annual objectives and goals (must be measurable

· Annual  review 

· Formal and informal guidance 

· Mentor the CEO in areas where (s)he may be 

· Reward the CEO for outstanding performance

· Discipline CEO for poor performance

Role 6.  Seeing to the on-going life of the Board
Board must know NPO’s

· Programs

· Activities

· Business practices

· The arena in which NPO operates

· Its own responsibilities

This requires continuing education.  

· Annual retreat

· Educational programs at regular Board meetings 

· New Board member orientation 

Needs its own expertise to fulfill its oversight function.  

The process by which members are recruited should be formally spelled out and adopted by the Board. 

Board Development Committee

· Recruit new Board members

· New member orientation

· Board Annual Evaluation

· Board meeting Programs

Board Development Committee chaired by Vice President of the Board. 

Role 7.  Representing the Organization to the Community
Inform community about the good work the NPO at every appropriate opportunity  

What are "community" or "communities" for NPO?

Some key questions:

· What constituencies do we impact?

· What constituencies impact us?

· What constituencies will we need in two to three years to help implement our strategic plan?

· What does each need to know about the organization?

· Why should/will they care?

· What mechanisms do we have (or should we create) to know how well the representation function is succeeding? 

· Who within a constituency is it important to reach?  Who are the influence shapers?

Role 8.  Representing the Community to the Organization

Representing community to NPO  means representing:

· Needs

· Hopes

· Fears

· Aspirations

· goals 

of the community to the NPO through the Board.  

Essential input to the governance and policymaking functions – intelligent estimates of where NPO should be going.  

Common Board Committees 

· Executive Committee
· Personnel Committee (can be executive committee)

· Finance  (budget, regular financial oversight )

· Audit  (can be a subcommittee of Finance)

· Program Development and Oversight  (can be divided into several different committees or subcommittees; depends on how elaborate the program is) 

· Resource Development  (fundraising, fee for service, other.  This committee can have several subcommittees, depending on how elaborate the fundraising program is)

· Public Relations
· Government Relations
· Volunteer Recruitment

· Board Development

· Community Relations
· Strategic Planning  (usually not a permanent committee)

· Other “Task Forces” and “Work Groups”  (generally created to deal with a specific issue over a discreet period of time)
____

______________________________________

13 CHARACTERISTICS

OF A SUCCESSFUL BOARD MEMBER
1. Regularly attends meetings.

2. Remains objective.

3. Completes assignments in a timely manner.

4. Is knowledgeable about the organization.

5. Has a good sense of humor.

6. Is committed to the cause.

7. Acts in a professional manner.

8. Makes decisions ethically.

9. Asks questions.

10. Remains loyal to staff and board.

11. Is flexible.

12. Willing to be a team player.

13. Supports majority decisions even when (s)he is in the minority.
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