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Board Tune-Up Kit                                   

(
A do-it-yourself manual for Board Tune-Up, Repair or Overhaul

Instructions

The Board Tool Kit provides guidelines to improve your board's ability to fulfill its leadership and governance responsibilities.

Begin with the topic that addresses your most immediate needs, such as:

· recruitment

· board meeting effectiveness

· financial management

· fundraising

The value of the tools in the kit is two-fold: The board must have explicit conversations to reach shared agreements on the answers to the questions posed, and the resulting document will guide change.

It is critical that members of your board work collaboratively with staff to develop tools that best fit the needs, capacities, history and culture of your organization.

All boards have similar responsibilities but there is no one "right" way for a board to meet these responsibilities. Each board must find its own way. Sample tools and procedures are provided but they are only samples, not templates. 

Caution: While using tools to address one issue, you may find that the process itself leads to unexpected improvements in other areas of board governance and leadership.
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I. Recruitment

Ten Basic Responsibilities of Nonprofit Boards*

Suggestions for use
This list covers the basic fiduciary, oversight and leadership board responsibilities. You might include those most important to your organization as an agenda item at an Executive committee, Governance committee or board meeting to identify the priority tasks for the board. It is an important question to address prior to recruitment in order to develop clarity about the work that has to be accomplished and the skills, resources and connections needed on the board to accomplish it. 

1. Determine the Organization’s Mission and Purpose – It is the board’s responsibility to create and review a statement of mission and purpose that articulates the organization’s goals, means and primary constituents served.

2. Select the Chief Executive – Boards must reach consensus on the chief executive’s responsibilities and undertake a careful search to find the most qualified individual for the position.

3. Provide Proper Financial Oversight – The board must assist in developing the annual budget and ensuring that proper financial controls are in place.

4. Ensure Adequate Resources – One of the board’s foremost responsibilities is to provide adequate resources for the organization to fulfill its mission.

5. Ensure Legal and Ethical Integrity and Maintain Accountability – The board is ultimately responsible for ensuring adherence to legal standards and ethical norms.

6. Ensure Effective Organizational Planning – Boards must actively participate in an overall planning process and assist in implementing and monitoring the goals of the organization.

7. Recruit and Orient New Board Members and Assess Board Performance – All boards have a responsibility to articulate prerequisites for candidates, orient new members, and periodically and comprehensively evaluate its own performance.

8. Enhance the Organization’s Public Standing – The board should clearly articulate the organization’s mission, accomplishments, and goals to the public and garner support from the community.

9. Determine, Monitor, and Strengthen the Organization’s Programs and Services – The board’s responsibility is to determine which programs are consistent with the organization’s mission and to monitor their effectiveness.

10. Support the Chief Executive and Assess His or Her Performance - The board should ensure that the chief executive has the moral and professional support he or she needs to further the goals of the organization.
* Adapted from Ingram, Richard, Ten Basic Responsibilities of Nonprofit Boards. Board Source

Board Assessment Survey

Suggestions for use

Every board should regularly step back and ask itself how it is doing.  This process will almost always surface some areas in which the board thinks that it can do better.  

It is important that the survey be anonymous so that each board member can be as candid as possible. The survey can be administered online through a service such as Survey Monkey. It would be helpful to have either an outside party or a member of the board whose confidentiality can be relied upon, to compile the results of the survey so that the comments can not be readily associated with individual board members. 

A summary should be provided to the board and discussed at a dedicated board meeting or as part of a board retreat to identify solutions to the areas identified as needing improvement.

BOARD ASSESSMENT SURVEY 
(Adapted from the Board Leadership Project of Governance Matters, Board Café, March 2005 and Assessing Not-for-Profit Boards: Governance Structures and Practices in Canada, 2009)

Please rate your assessment of the Board’s performance on a scale of 1-5, with 1=Very Confident and 5=Not At All Confident

	
	Very Confident        Not at all confident

	
	       1      2       3     4      5

	1. Determining the mission and directions
	

	a. Most or all board members understand the mission and purpose of the organization
	      (    (     (   (    (

	b. The Board has a strategic vision for the organization
	      (    (     (   (    (

	c. Board members actively participate in strategic planning and ongoing strategic thinking.
	      (    (     (   (    (




	d. The board has adopted, and utilizes, explicit measures of progress toward identified outcomes.
	      (    (     (   (    (


	e. There is a healthy balance between respect for the group’s historical legacy and willingness to embrace change.

	      (    (     (   (    (


	2. What work does the board and/or the staff need to do to in this area?
	

	3. In developing a board recruitment plan, what additional skills/resources would be helpful in accomplishing that work?
	

	4. What questions should the board and the organization address in setting directions for the next three years?


	


	5. Insuring financial integrity
	Very Confident        Not at all confident

	a. The board monitors financial performance and projections on a regular basis.
	      (    (     (   (    (

	b. Board members are sufficiently knowledgeable to ask meaningful questions about finances and financial management.
	      (    (     (   (    (

	c. There is an annual audit by a professional selected by the board.
	      (    (     (   (    (

	d. The board reviews the audit report and has an opportunity to ask questions about the findings.
	      (    (     (   (    (

	e. The board regularly reviews the financial controls and their implementation.
	      (    (     (   (    (

	f. The board ensures legal compliance with federal, state and city regulations
	       (    (     (   (    (

	g. The board ensures that government contract obligations are fulfilled.
	       (    (     (   (    (

	h. The board has established an investment policy and reviews investment performance.
	      (    (     (   (    (

	6. What work will the staff and/or the board need to do to in this area?
	

	7. In developing a board recruitment plan, what additional skills/resources would be helpful in accomplishing that work?
	


	
	Very Confident   Not Confident at All

	
	       1      2       3     4      5

	8. Ensuring Adequate Resources
	

	a. The board has a clear policy on the responsibilities of board members in fundraising.
	      (    (     (   (    (

	b. Board members make personally meaningful financial contributions
	      (    (     (   (    (

	c. Board members actively participate in fundraising activities and solicitations
	      (    (     (   (    (

	d. The board has a Development plan (that combines contributions, earned income and other revenue) to ensure adequate resources.
	      (    (     (   (    (

	9. What work will the staff and/or the board need to do to in this area?
	

	10. In developing a board recruitment plan, what additional skills/resources would be helpful in accomplishing that work?
	


	
	Very Confident   Not Confident at All

	
	       1      2       3     4      5

	11. Serving as advocates for the organization
	

	a. Board members are familiar with the key points of an agreed “elevator speech” describing the organization.
	      (    (     (   (    (

	b. Board members are adequately knowledgeable about the organizations programs.
	      (    (     (   (    (

	c. Board members act as ambassadors to the community on behalf of the organizations and its constituencies. 
	      (    (     (   (    (

	d. There is a board approved public relations and marketing strategy
	      (    (     (   (    (

	
	

	12. What work will the staff and/or the board need to do to in this area?
	

	13. In developing a board recruitment plan, what additional skills/resources would be helpful in accomplishing that work?
	


	14. Selecting, supporting, compensating and reviewing the Executive Director
	

	a. The board reviews the compensation of the Executive Director based on industry standards.
	      (    (     (   (    (

	b. The job description for the Executive Director has been reviewed in the past year.
	      (    (     (   (    (

	c. There is an agreed process for an annual review of the Executive Director’s performance.
	      (    (     (   (    (

	d. The respective roles of board and staff are discussed openly.
	      (    (     (   (    (

	15. Comments / suggestions?


	


	
	Very Confident   Not Confident at All       

	
	       1      2       3     4      5

	16. Insuring the present and future health of the board
	

	a. There is an effective process to determine board recruitment priorities based on the work of the board.
	      (    (     (   (    (

	b. Board composition reflects the expertise, diversity of background and access to resources needed by the organization 
	      (    (     (   (    (

	c. Clear expectations are explained during the recruiting process.

	      (    (     (   (    (

	d. There is a specific focus on leadership development for new board members, including orientation, training and partnering with more seasoned board members.
	      (    (     (   (    (

	e. Past leaders allow new leaders to lead.
	      (    (     (   (    (

	f. Board members are placed in leadership positions after a reasonable amount of board services, and are supported in fulfilling their leadership responsibilities.

	      (    (     (   (    (

	g. There is a succession plan for board officers and committee chairs.
	      (    (     (   (    (

	h. The board has an effective process to assess the performance of board members toward achieving board expectations.
	      (    (     (   (    (

	17. Comments / suggestions?


	


	
	Very Confident   Not Confident at All

	
	1       2       3     4      5

	18. Maintaining a productive and engaging board culture
	      

	a. The board has clear and specific goals for its yearly work.
	      (    (     (   (    (

	b. There are universally accepted, high expectations for board participation.
	      (    (     (   (    (

	c. Board meetings are characterized by substantive discussions, respectful debate and informed decision making.
	      (    (     (   (    (

	d. Decisions are made by the full board rather than by the Executive Committee or Executive Director.
	      (    (     (   (    (

	e. Board members understand the respective roles of board and staff
	      (    (     (   (    (

	f. The Executive Director welcomes board involvement in appropriate matters.
	      (    (     (   (    (

	g. The Board Chair encourages board member engagement.
	      (    (     (   (    (

	h. The Chair does a good job encouraging and dealing with different points of view
	      (    (     (   (    (

	i. Board members re familiar with the By Laws and policies of the board
	      (    (     (   (    (

	j. Board members maintain confidentiality of all board deliberations
	      (    (     (   (    (

	19. Comments / suggestions?


	


	
	Very Confident   Not Confident at All

	
	       1      2       3     4      5

	20. Managing the work of the Board
	

	a. There is a regular process to determine the priority work of the board.
	      (    (     (   (    (

	b. The board has an effective process to assess progress towards achieving its goals.
	      (    (     (   (    (

	c. Work assignments to committees are specific and clear.
	      (    (     (   (    (

	d. Board members follow through on their commitments.
	

	e. Board agendas manage the time of the board so that there is opportunity for engaging discussions on policy and strategic matters 
	      (    (     (   (    (

	21. Items that we should spend less/more  time on at Board meetings:


	

	22. Changes in communication that would improve the effectiveness of the board might include:


	


	23. Additional comments or suggestions about your experience on the Board or about how the Board could be more effective.
	


Board Profile Worksheettc "Board Profile Worksheet"
Suggestions for use

This worksheet can be adapted by organizations to assess their current board composition and plan for the future. The governance committee can develop an appropriate grid for the organization and then present its findings to the full board.  Once completed, you can look back on this worksheet to identify any gaps in skills or perspectives.
Remember, an organization will look for different skills and strengths from its board members depending on its stage of development and other circumstances.

Current Members
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12

	Age
	
	
	
	
	
	
	
	
	
	
	
	

	   Under 18
	
	
	
	
	
	
	
	
	
	
	
	

	   19 – 34
	
	
	
	
	
	
	
	
	
	
	
	

	   35 – 50
	
	
	
	
	
	
	
	
	
	
	
	

	   51 – 65
	
	
	
	
	
	
	
	
	
	
	
	

	   Over 65
	
	
	
	
	
	
	
	
	
	
	
	

	Gender
	
	
	
	
	
	
	
	
	
	
	
	

	   Male
	
	
	
	
	
	
	
	
	
	
	
	

	   Female
	
	
	
	
	
	
	
	
	
	
	
	

	Race/Ethnicity/Disability
	
	
	
	
	
	
	
	
	
	
	
	

	   African American/Black
	
	
	
	
	
	
	
	
	
	
	
	

	   Asian/Pacific Islander
	
	
	
	
	
	
	
	
	
	
	
	

	   Caucasian
	
	
	
	
	
	
	
	
	
	
	
	

	   Hispanic/Latino
	
	
	
	
	
	
	
	
	
	
	
	

	   Native American/Indian
	
	
	
	
	
	
	
	
	
	
	
	

	   Other
	
	
	
	
	
	
	
	
	
	
	
	

	   Disability
	
	
	
	
	
	
	
	
	
	
	
	

	Resources
	
	
	
	
	
	
	
	
	
	
	
	

	Willingness/ability to contribute financially
	
	
	
	
	
	
	
	
	
	
	
	

	   Access to Financial Resources
	
	
	
	
	
	
	
	
	
	
	
	

	   Foundation Relationships/Resources
	
	
	
	
	
	
	
	
	
	
	
	

	   Corporate Relationships/Resources
	
	
	
	
	
	
	
	
	
	
	
	

	   Government Relationships/Resources
	
	
	
	
	
	
	
	
	
	
	
	

	Other Community Connections
	
	
	
	
	
	
	
	
	
	
	
	

	   Association/Umbrella Organizations
	
	
	
	
	
	
	
	
	
	
	
	

	 Large/National Nonprofit Organizations
	
	
	
	
	
	
	
	
	
	
	
	

	   Education
	
	
	
	
	
	
	
	
	
	
	
	

	   Media
	
	
	
	
	
	
	
	
	
	
	
	

	   Political
	
	
	
	
	
	
	
	
	
	
	
	

	   Philanthropy
	
	
	
	
	
	
	
	
	
	
	
	

	Small business
	
	
	
	
	
	
	
	
	
	
	
	

	   Social services
	
	
	
	
	
	
	
	
	
	
	
	

	   Marketing
	
	
	
	
	
	
	
	
	
	
	
	

	Qualities
	
	
	
	
	
	
	
	
	
	
	
	

	   Leadership skills
	
	
	
	
	
	
	
	
	
	
	
	

	   Willingness to work
	
	
	
	
	
	
	
	
	
	
	
	


	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12

	   Personal connection with the
      organization’s mission
	
	
	
	
	
	
	
	
	
	
	
	

	Personal Style
	
	
	
	
	
	
	
	
	
	
	
	

	   Facilitator/mediator
	
	
	
	
	
	
	
	
	
	
	
	

	   Spokesperson
	
	
	
	
	
	
	
	
	
	
	
	

	   Strategist
	
	
	
	
	
	
	
	
	
	
	
	

	   Visionary
	
	
	
	
	
	
	
	
	
	
	
	

	Areas of Expertise
	
	
	
	
	
	
	
	
	
	
	
	

	   Administration/Management
	
	
	
	
	
	
	
	
	
	
	
	

	   Entrepreneurship
	
	
	
	
	
	
	
	
	
	
	
	

	    Financial Management
	
	
	
	
	
	
	
	
	
	
	
	

	          Accounting
	
	
	
	
	
	
	
	
	
	
	
	

	          Banking and trusts
	
	
	
	
	
	
	
	
	
	
	
	

	          Investments
	
	
	
	
	
	
	
	
	
	
	
	

	   Fund-raising
	
	
	
	
	
	
	
	
	
	
	
	

	   Government
	
	
	
	
	
	
	
	
	
	
	
	

	   International affairs
	
	
	
	
	
	
	
	
	
	
	
	

	   Law
	
	
	
	
	
	
	
	
	
	
	
	

	   Marketing, Public relations
	
	
	
	
	
	
	
	
	
	
	
	

	   Human resources
	
	
	
	
	
	
	
	
	
	
	
	

	   Strategic planning
	
	
	
	
	
	
	
	
	
	
	
	

	   Physical plant (architect, engineer)
	
	
	
	
	
	
	
	
	
	
	
	

	   Real Estate
	
	
	
	
	
	
	
	
	
	
	
	

	   Representative of clients
	
	
	
	
	
	
	
	
	
	
	
	

	   Special program focus

          (education, health, public policy,

            social services)
	
	
	
	
	
	
	
	
	
	
	
	

	   Technology
	
	
	
	
	
	
	
	
	
	
	
	

	   Other

	
	
	
	
	
	
	
	
	
	
	
	

	Number of years (or terms) on the board
	
	
	
	
	
	
	
	
	
	
	
	


Support Center for Nonprofit Management

A Board Member "Contract"
Suggestions for use

This is an example of a statement of what board members will hold themselves and their colleagues accountable to, including standards for: contributions, meeting attendance and participation, committee service, etc. Having agreed expectations is a necessary in order to encourage high standards for board members, determine who should be re-nominated and inform prospective candidates of the expectations of membership.
The Governance or Executive Committee can review this statement and decide on what to propose to the board for consideration and adoption. 

Sample Board Member Contract
Adapted from, By Jan Masaoka Board Cafe  October 9, 2009
I, _______, understand that as a member of the Board of Directors of _______, I have a legal and ethical responsibility to ensure that the organization does the best work possible in pursuit of its goals. I believe in the purpose and the mission of the organization, and I will act responsibly and prudently as its steward. As part of my responsibilities as a board member: 

Outreach

1. I will interpret the organization's work and values to the community, represent the organization, and act as a spokesperson. 

2. In turn, I will interpret our constituencies' needs and values to the organization, speak out for their interests, and on their behalf, hold the organization accountable. 

Board and Committee participation

3. I will attend and prepare for at least ___percent of board meetings, committee meetings, and special events.  I will inform the board in advance of any meetings that I cannot attend.

4. I will be an active member of at least one Committee or Task Force and will be willing to take a leadership role on a committee or on the board.

5. In addition to committee work, I will be willing to accept at least one individual initiative to be determined in collaboration with the Chair and the Executive Director and to share my professional expertise.
Resource Development

6. I will make an annual, personally meaningful, contribution of no less that _______. 

7. I will actively participate in one or more fundraising activities. 

8. I will be willing to solicit donations from individuals, corporations and philanthropies [Solicit donations of at least ____________each year from individuals, corporations and foundations]

Board policies

9. I will excuse myself from discussions and votes where I have a conflict of interest. 

10. I will maintain the confidentiality of board deliberations and will publicly support the decisions of the board, including those with which I might have been in disagreement

Active Participation

11. I will stay informed about what's going on in the organization and developments in fields relevant to the organization. I will ask questions and request information. I will participate in and take responsibility for making decisions on issues, policies, and other matters. I will not stay silent if I have questions or concerns.

12. I will encourage, enable and respect the participation and contributions of fellow board members

13. I will support, where possible, the recommendations of the committees. 

14. I will participate in the assessment of my own performance and the performance of the board as a whole, recommend candidates for board nomination and be available to mentor a new board member 

15. I will respect and support the Executive Director’s authority, communicate ideas about program or administrative activities to the Executive Director rather than to line staff, refrain from making special requests of the staff and avoid discussion of personnel matters with staff

16. I will work in good faith with staff and other board members as partners toward achievement of our goals. 

17. If I don't fulfill these commitments to the organization, I will expect the board chair to call me and discuss my responsibilities with me. 

The organization is responsible to the board members for . . . 
In turn, the organization will be responsible to me in the following ways: 

1. I will be sent regular financial reports and an update of organizational activities that allow me to meet the "prudent person" standards of the law. (The "prudent person rule," applied in many legal settings in slightly differing language, states that an individual must 
act with the same judgment and care as, in like circumstances, a prudent person would act.) 

2. Opportunities will be offered to me to discuss with the Executive Director and the Chair the organization's programs, goals, activities, and status; additionally, I can request such opportunities. 

3. The organization will help me perform my duties by keeping me informed about issues in the industry and field in which we are working and by offering me opportunities for professional development as a board member. 

4. Board members and staff will respond in a straightforward fashion to questions that I feel are necessary to carry out my fiscal, legal, and moral responsibilities to this organization. Board members and staff will work in good faith with me toward achievement of our goals. 

5. If the organization does not fulfill its commitments to me, I can call on the board president and executive director to discuss the organization's responsibilities to me. 

Signed  by _________________________, Board Member   Date ________    

and  by __________________________, Chair of the Board of Directors 

Date _______ 

Each board member should sign two copies of this agreement, return one copy to the board chair, and keep the other for reference. 
Candidate Interview Questions

Suggestions for use

In considering potential candidates you want of course to know about their skills and professional experience. Equally important however is to understand how well they will fit in the organization and work as part of the board team.

Some questions you might want to ask:

· What do they most enjoy about their work?

· An example of something that was personally satisfying in their work life. Outside of their work life.

· Have they worked on projects with teams? What did they like about that? What did they dislike?

· What roles do they tend to take in group projects?

· What about the mission of your organization resonates most strongly with them personally?

· What did they most like and dislike about prior volunteer and board experience?

· What would they like to gain personally and professionally from board service

· Willingness and interest in developing new skills:

· Cultivate supporters and solicit funds

· Cultivate potential board members

· Read and understand financial statements

· Learn about the programs and work of the organization

How do they work with conflicting points of view?

Recruitment Procedures

Suggestions for use

Like any other board activity, recruitment requires the board to agree on the work that needs to be done in order to identify the candidates that will meet the boards needs. The process must include:

How the board will identify the needed skills and resources.

How candidates will be identified, cultivated and reviewed.

How will new board members will be oriented
Identification of recruitment priorities

· Solicit input from Board Committees and senior management regarding the board needs for expertise, representation and access to resources

· Assess current board composition 

· Define priority recruitment needs

· Create a board recruitment prospectus that identifies the needed board members and the board action priorities

Candidate identification
· Communicate needs to sources for board candidates, including:

· BoardServeNYC
· NY Junior League Nonprofit Board Clearing House

· Board Assist

· Board Net USA

· Corporate board placement programs, e.g. Time Warner, Chase

· Conduct other research for candidates with identified qualities

· Solicit Board and senior management recommendations 

Screening

· Obtain basic background material through the referral source 

· Determine priorities among the potential candidates identified

· Personal meeting with member of the Governance Committee to assess potential interest and suitability 

· Interview with senior management and a member of the Governance Committee  

· Committee recommendations to board

Appointment
· Meeting with Board Chair to decide on Committee and/or Affiliate board assignment

· Candidates are invited to attend the board retreat 

Board Manual contents

Suggestions for use

A well prepared Board manual is an essential part of the orientation process.  This should provide the candidate all of the documentary material needed for an introduction to the organization and the board. 

Contents

Organizational overview

· History of the organization

· Mission statement

· Strategic plan
· New developments
Staff

· Organizational chart

· Bios and contact information for senior staff

Programs

· Program overview

· Program statistics 

· Client numbers

· Demographic statistics

· Trends

· Outcome data
· Brochures and flyers

· Program events calendar

· Grant application examples 

Finance

· Most recent annual financial report and audit

· Current budget

· Most recent budget to actual report

· Most recent IRS Form 990
· Current funders

Policies

· Internal financial control policies

· Investment policies

· Personnel policies

· Program policies
· Conflict of Interest

· Document Retention

· Whistle Blower
Board organization

· Officers and Directors with bios and contact information

· Committees, chairs and members

· Committee and Task Force job descriptions
Board activity

· Calendar of Board meetings

· 2 years board minutes

Events and marketing

· Annual Report 
· Gala invitation

· Newsletter

· Press clippings

Organizational documents

· Certificate of Incorporation

· By-laws

· Board responsibilities

· Board member responsibilities

· Directors and Officers Liability Insurance policy

Orientation Procedures

Suggestions for use

When you have identified the right candidates, and have communicated your decision to them, you want to maximize both the value they will provide the organization and their sense of connection to the organization and the board. 

The following orientation steps have proved valuable in achieving these goals, as you are “on-boarding” a new board member: 

· A “Board Buddy” is assigned to each new member for their first year, to guide them through the formal and informal workings of the board. 
· Meeting with senior staff to review programs.
· Program visit Board member and / or the Executive Director.

· Meeting with Board Leaders and Executive Director to review Board Manual, board responsibilities, board procedures and current challenges and opportunities.
· Meeting with Board Chair to discuss committee and individual assignments.

· After six months, new Board Member meets with one member of the Board Development Committee to discuss problems, issues, etc.
· Opportunities to participate in board training.
BOARD PROSPECTUS OUTLINE

Suggestions for use

Just as the organization markets itself to a potential funder, equally it should market itself to a prospective board member. A board prospectus of no more than 3-4 pages should make the case to a prospective candidate for why they would want to join your board and what they could look forward to in terms of the interesting challenges that they might become involved with. 
· Who are we and where are we going?
· Whom do we serve and with what programs?
· What difference/impact do we make?
· What are the skills, expertise and connections that we need to get us where we need to be?
· What will be the committee/Task Force work?
· What might be individual assignments?
· Benefits of board membership
II. Governance
Governance Committee Job Description

Suggestions for use

A working Governance Committee is essential to the effectiveness and long term health of a nonprofit board. It is the group whose ongoing responsibility is the life of the board. The Board should review these descriptions and hopefully agree that such a committee is needed. The Chair will be responsible for appointing a Chair of this Committee. Other than as ex oficio, the Chair of the board should not be a member of this committee. It should include both junior and senior members of the board and may include non-board members who represent important constituencies. 
The governance committee is responsible for ongoing review and recommendations to enhance the quality of the board of directors. The work of the committee revolves around five major areas.

1.    Help create board roles and responsibilities

· Lead the board in regularly reviewing and updating the board’s description of its roles and areas of responsibility and what is expected of individual board members

· Assist the board in periodically updating and clarifying the primary areas of focus for the board’s work and help shape the board’s agenda for the next year or two, based on the strategic plan
2.    Pay attention to board composition

· Lead in assessing current and anticipated needs related to board composition, determining the knowledge, attributes, skills, abilities, influence, and access to resources the board will need to consider to accomplish future work of the board

· Develop a profile of the board as it should evolve over time

· Work with other board members and the chief executive to identify potential board member candidates and explore their interest and availability for board service

· Nominate individuals to be elected as members of the board

· In cooperation with the board chair and chief executive, contact each board member eligible for re-election to assess his or her interest in continuing board membership and work with each board member to identify what he or she might be able to contribute to the organization

3.    Encourage board development

· Work with the chief executive to provide candidates with information needed prior to election to the board
· Work with the chief executive to design and oversee a process of board orientation, sharing information needed during the early stages of board service
· Work with the chief executive to design and implement an ongoing program of board information, education, and team building
4.    Assess board effectiveness

· Initiate periodic assessment of the board’s performance, and propose, as appropriate, changes in board structure and operations

· Provide ongoing counsel to the board chair and other board leaders on steps they might take to enhance board effectiveness

· Regularly review the board’s practices regarding member participation, conflict of interest, confidentiality, and so on, and suggest needed improvements

· Periodically review and update the board policy and practices
5.    Prepare board leadership

· Take the lead in succession planning, taking steps to recruit and prepare for future board leadership

· Nominate board members for election as board officers
(Adapted from : Support Center for Nonprofit Management and Fred Miller, Chatham Group, Inc.)

Board Member Assessment Process
Suggestions for use
Once a board contract have been agreed to, it is then possible to assess how each board member has contributed to the board and the organization.  This tool suggests a process for that assessment.
· Records will be maintained of each board member’s fulfillment of the agreed expectations. Each board member can be provided with a  “Report Card” (following tool)  based on the expectations and their personal goals

· There will be an annual assessment and “check-in” interview with each board member by a member of the Governance Committee or the Chair to review the prior year and set personal goals for the next year. 

Review of previous year’s experience

· Satisfaction/high points?

· Were expectations met?

· Suggestions for improving the board’s working relationships
· Review of past year’s assignments

· Assignments for upcoming year

Personal Commitment

· Financial commitment, event attendance, etc.

· Cultivation activities (contact lists for solicitation, hosting receptions, making thank you calls, introductions to prospective donors, etc.) 

· Access to resources: vendors, in-kind gifts, etc.

· Special Interests (e.g., program volunteering, etc.)

Board of Directors Report Card
Suggestions for use

Providing a review of a board members performance through a written document underscores the importance of the work of each board member and reaffirms that board membership is a “job”. 

	Board of Directors
	
	

	Summary of activities for:


	Member since January 2003
	

	Term ends:
	2008
	

	2007 committee membership(s):
	Development, Executive
	

	
	
	

	
	2005:
	2006:

	Board meeting attendance:
	71%
	78%

	Comm. meeting attendance:
	3 of 4 (75%) – 1 by phone
	4 of 4 (100%)

	Total Annual Giving:
	$9,000
	$4,450

	Getting:
	+ 200K (Campaigns 1 & 2)

(Company A, B, C, D)
	+ 100K (Campaigns 1 & 2)

(Company A, B, C, D)

	Committee Participation:
	Development
	Development

	Event participation:
	Annual Meeting
	Annual Meeting

	Other Service:
	Arranged 4 meetings with funders.  Continues to leverage professional and personal relationships for organization, most notably securing ………  Company is major supporter.

	Stated goals for 2006:
	Goal for 2006:  keep it up.  She is eager to helpful, and wants to remain on the Development committee.  (She also expresses strong preference that everyone attends meetings in person and not by phone.)

	Stated goals for 2007:

	


Source: The Nonprofit Coordinating Committee of New York, Inc., (NPCC), 
Modified from Executive Director Richard Berlin, Harlem RBI, New York, NY as reprinted in Board & Administrator. April 2006 Vol. 22, No. 8

Board of Directors Fact Sheet
Suggestions for use

This report summarizes the overall performance of the board. It underscores the importance of the work of board as a whole to the organization.  This report could be provided as part of the board package, along with the other regular reports (financial, development, program outcomes, etc.).
Total number of directors in May, 2005:



25

Total number of directors in April, 2006:



25

Avg. attendance at board meetings in 2005-2006:


66.8%

Avg. attendance at board meetings in 2004-2005:


60.2%

________________________________________________________________________


% of directors making financial contributions in 2005-2006:
100% (25/25)

% of directors making financial contributions in 2004-2005: 
92% (23/25)

Average contribution in 2005-2006:




$445

Average contribution in 2004-2005:




$381

Median contribution in 2005-2006:




$200

Median contribution in 2004-2005:




$150

Total board contributions in 2005-2006:



$14, 675 

Total board contributions in 2004-2005:



$10,300

_________

Source: The Nonprofit Coordinating Committee of New York, Inc., (NPCC), 

Modified from Executive Director Richard Berlin, Harlem RBI, New York, NY 
as reprinted in Board & Administrator. April 2006 Vol. 22, No. 8
Bylaws
Suggestions for use
By Laws are the board’s answers to important procedural questions. They provide a road map for how the board can operate. In addition to having them reviewed from a legal perspective, it is important to make sure that the operating rules fit with how the board wants to conduct its affairs.

The By Laws should reflect your answers to these questions:

· How are board members elected?

· How are they nominated?

· What are their terms?

· Are there term limits?

· How can board members be removed?

· How are officers elected?

· What are the committees?

· How are new committees created?

· How are committee chairs and committee members selected?

· How are meetings scheduled?

· How can the board vote?

· Is there indemnification for board members?

· What policies have been established (conflicts of interest, nondiscrimination, whistle blower, etc.)?
III. Board Meetings
CONSENT AGENDA

Suggestions for use
The quality, efficiency and effectiveness of board meetings begins with the agenda. A Consent Agenda is a technique that involves sending all items that are purely for information (routine committee reports, routine financial and program data, minutes of prior meetings, etc.) in advance and adopting them in a single vote. Board members are informed that the items will not be discussed. Questions can be sent in advance. 
This allows time for engaged discussions about items that require board input, speakers on issues of importance and staff reports on exciting stories about their programs. 
You can make gradual changes in board meetings by sending some reports in advance and by using the time to bring an interesting speaker or brainstorm a new initiative.
I. Call to Order

II. Consent Agenda, Elisha Harris
5 minutes

Chair Report

Executive Director Report

Approve Minutes of July Board Meeting

Benefit Committee Report

III. Marketing Committee Report, May Kong
30 

Action Item: 
Approve proposed new name

IV. Program Committee, David Addams
25 minutes

Action Item: 
Approve recommendations on primary constituency

V. Finance Committee, Alita Levis
20 minutes

Action Items: 
Approve FY 2005 budget


Approve Investment Guidelines

VI. Governance Committee Report, Saleha Belgaumi
10 minutes

Discussion:
Proposed by-laws changes

United Way of New York City, Board Member Resource Manual, 2008

GENERATIVE QUESTIONS

(From the New York Times Excellence in Nonprofit Management Awards)
Suggestions for use

Once you have used the consent agenda to open up time at your board 

meeting, you might want to use the time to raise some of the “generative” questions that would engage the creativity of the board in thinking about the larger –“big picture”- questions about the organization’s work. 


The following questions, taken from the application for the NY Times Award of Excellence in Nonprofit Management, might promote such a discussion.

How does your mission guide the management of your organization?

How does your organization’s management focus on results?  
How does your board of directors add value to your organization and help it perform better?  
How does your organization ensure that it is diverse, culturally competent and responsive to emerging issues or communities?  

How does your organization utilize and care for its human and technological resources?
Are you effectively telling the core story of how your organization makes a difference?  How do you communicate with your constituencies? 
Cite examples of creative program or organizational management practices that distinguish your organization’s work.

The New Work of the Nonprofit Board
 “Effective governance by the board of a nonprofit organization is a rare and unnatural act. Only the most uncommon of nonprofit boards functions as it should by harnessing the collective efforts of accomplished individuals to advance the institution's mission and long-term welfare.”

Suggestions for use
You might use this excerpt to open a board discussion about how your board might want to focus its work
The “New Work” of the board requires board members to step back from their fiduciary and oversight roles and to think about how their individual and collective wisdom, creativity, and curiosity can be best engaged to find effective and sustainable ways to make the social change that the organization’s mission demands.

I. The key to improved performance is discovering and doing what we call the new work of the board.

1. Concern itself with crucial, do-or-die issues central to the institution's success
2. It is driven by results that are linked to defined timetables
3. It has clear measures of success
4. It requires the engagement of the organization's internal and 
external constituencies
5. The new work generates high levels of interest and demands broad participation and widespread support.

II. The new work requires new practices:

· Find out what matters

· Make the CEO paint the picture

· Get  to know key stakeholders

· Consult experts

· Decide what needs to be measured

· Act on what matters

· Board and management are on the same side of the net as partners

· Is the issue important or unimportant, central or peripheral?

· Involving trustees in policy implementation can be critically important during a crisis

· Organize around what matters

· Committees, work groups, and task forces must mirror the institution’s strategic priorities

Chait, Richard, Barbara E. Taylor, and Thomas P. Holland, “The New Work of the Nonprofit Board,” Harvard Business Review, September/October 1996.

Griffin Green Consulting, 45 East 85th Street, New York, NY 10028 (212) 721-2427

GriffinGreen14@aol.com
IV. Fundraising and Finance

Elevator Speech
Suggestions for use
An “elevator speech” is a short statement that would interest friends and colleagues to learn more about the organization. The Development Committee might work with staff to outline the key points. Board members should be asked to try to introduce these ideas into conversations with friends, not by making a speech but by finding identifying interests that the friend or collegue has that might connect with an aspect of the work of the organization. The goal is to generate enough interest that they might be willing to receive information or even attend an event or program. 
Outline

· What is your service (mission)?

· Who do you serve (anecdote)?

· Who supports your effort?

Financial 

Your team

· What makes your organization unique from its competition?

· Request connection.

Board Training

· Board members work in small groups at a board meeting to develop a statement.

· Role play of a social conversation (seated at an event, during an office conversation, lunch with a friend, etc) with the goal of generating interest in attending an event or receiving additional information.

· Statements are refined and distributed.

· Each board member is asked to have conversations with five people and to report the results. 

· Once board members are comfortable in speaking about the organization in this way, they can then use the skills to ask for contributions.

Financial Checklist

Suggestions for use

The entire board is responsible for financial oversight, not just the Finance Committee.  It would be useful to set aside a portion of a meeting to assess the extent to which board members have the information to meet that responsibility. 
Can board members answer the following questions?   

· Is our cash-flow projected to be adequate?

· Are our cash-flow projections reasonable, objective and not overly optimistic?

· Do we have sufficient reserves?

· Are we regularly comparing our financial activity with what we have budgeted?

· What are the internal controls over expenditures?

· Do we have an external audit?

· Does our annual audit include a Management Letter?

· Are our key sources of income rising or falling? 

· What is our investment policy?

Adapted from Leifer, Jacqueline C and Michael B. Glombs. The Legal Obligations of Nonprofit Boards and Steven Berger, Understanding  Nonprofit Financial Statements. BoardSource.

IRS expectations for the Board’s Role in Financial Compliance

Suggestions for use

The new IRS 990 expects that the board will take a very active role in financial oversight and monitoring.  The 990 asks not only if certain key compliance policies are in place, i.e. Conflicts of Interest, Whistle Blower Protection and Document Retention and Destruction but how the board assures implementation of those policies. The treasurer should update the board on its compliance with these expectations.
Some specific board expectations:
Review of the 990 

The 990 must now be signed and attested by an Officer of the Board. The board must describe the process it used to review the 990 before it was filed

Conflicts of Interest

The organization is asked to describe the process used to monitor and enforce compliance with its policy including whether the board and key employees are required to annually disclose any “interests that could give rise to a conflict”.

The board is also required to disclose business relationships with any “current or former officer, director, key employee, substantial contributor or person related to such an individual” 

Executive Director Compensation

The board must describe the process it used to determine compensation of the Executive Director, including whether there was a “review by independent persons, use of comparability data and documentation of the deliberation and decision”

Board procedures

The board must disclose whether there are contemporaneous minutes of the board and key committees and how the organization’s documents are made available to the public

Regulatory Compliance
The board must identify the states in which the organization should be registered because it solicits funds in that state and whther the organization is in compliance state and federal regulations
Executive Director Review

Suggestions for use

The board should provide the Executive Director with an annual review. The purpose of this review is not to find fault but is rather to make sure that the board and the Executive Director are on the same page, are communicating effectively, are clear on the priorities for the board as well as the Executive Director and that the Executive Director has the resources and support needed to achieve the objectives that the board expects. 
Below is an outline for a review process that has been found to be very effective, followed by sample board and staff surveys. 
· Executive Director submits a year end summary of accomplishments and goals for the following year to the Executive Committee

· Board members complete a survey of Executive Director performance based on strategic goals
· Staff members complete a survey to assess the Executive Director’s leadership, supervision, collaborative skills, communication, etc.
· Executive Committee meets with the Executive Director to:

· Review report and survey results

· Discuss priorities for the following year

· Consider areas in which the Executive Director might need additional staff support and/or professional development

· Identify areas of board responsibility

· Presentation to the Board of a joint report by the Executive Committee and Executive Director

On the following pages you will find samples for the board and staff surveys that you can adapt to fit your needs.
Resources. 

Assessment of the Chief Executive, Board Source, 2005

The Nonprofit Board Answer Book: A Practical Guide for Board members and Chief Executives. Board Source, 2007

Sample Executive Director Review Surveys
The performance levels are:

5.   
Excellent: Possesses superior skills that generate results which exceed expectations. 

4.
Very Good: Demonstrates skills beyond the requirements of the position.  

3.
Good: Has the required level of skill to meet the expectations of the 
position. 

2.
Fair: Does not consistently meet expectations. 

1.
Poor: Demonstration of this competency is inconsistent or absent and job performance is persistently and adversely affected.

NS
Not sure:  You do not have enough information to assess performance in this area accurately.

Board Survey

	Strategic Orientation and Focus
	Rating

	
	5
	4
	3
	2
	1
	NS

	1. Leads THE ORGANIZATION and makes decisions in accordance with its strategic direction
	
	
	
	
	
	

	2. Anticipates changes and scans the internal and external environment for new opportunities, challenges, ideas, and approaches 


	
	
	
	
	
	


Comments:

	COMMUNICATOR AND LEADER
	Rating

	
	5
	4
	3
	2
	1
	NS

	3. Is an articulate and knowledgeable spokesperson for  THE ORGANIZATION 


	
	
	
	
	
	

	4. Maintains THE Organization’s standing as a leading literacy/grassroots organization, both within the nonprofit community and the public at large
	
	
	
	
	
	

	5. Cultivates lasting,  effective relationships with key external constituencies
	
	
	
	
	
	


Comments:

	INTERPERSONAL SKILLS
	Rating

	
	5
	4
	3
	2
	1
	NS

	  6. Exhibits honesty and candor with the Board, staff, and/or public
	
	
	
	
	
	

	  7. Communicates and listens clearly and effectively, showing a genuine interest in the opinions of others
	
	
	
	
	
	


Comments:
	INTERNAL ORGANIZATIONAL EFFECTIVENESS AND MANAGEMENT SKILLS


	Rating

	
	5
	4
	3
	2
	1
	NS

	8. Seeks and develops talent to ensure that THE ORGANIZATION has the skills required to achieve its goals and that the talents of the staff are well utilized
	
	
	
	
	
	

	9. Is effective at setting personal priorities 
	
	
	
	
	
	

	10.  Ensures clarity around internal organizational priorities
	
	
	
	
	
	

	11. Is effective at fundraising
	
	
	
	
	
	

	12. Seeks out diverse input to address issues


	
	
	
	
	
	

	13. Fosters a work environment that encourages individual professional growth
	
	
	
	
	
	


Comments:

	WORKS SUCCESSFULLY WITH THE BOARD


	Rating

	
	5
	4
	3
	2
	1
	NS

	14. Understands the appropriate role of the Board and is an effective partner with the Board


	
	
	
	
	
	

	15. Works with the Board to create an effective process for long range/strategic direction and planning
	
	
	
	
	
	

	16. Recommends new programs and the modification or discontinuance of current programs, as appropriate, to the Board
	
	
	
	
	
	

	17. Uses Board members’ expertise effectively
	
	
	
	
	
	

	18. Provides the Board with timely and appropriate information regarding issues, questions and activities of the organization


	
	
	
	
	
	


Comments:
Open ended questions
1. Which of the Executive Director’s accomplishments in the past year have been the most valuable to THE ORGANIZATION?

2. What are the Executive Director’s greatest strengths?

3. What are the areas in which the Executive Director needs the most improvement?

4.  How should the Board and the Executive Director best communicate information and ideas about developing plans? 

5. What is your understanding of the areas of responsibility of the Executive Director and of the percentage of her time that should be devoted to each?
Staff Survey

	INTERPERSONAL SKILLS
	Rating

	
	5
	4
	3
	2
	1
	NS

	  1. Exhibits honesty and candor with the staff and public.


	
	
	
	
	
	

	  2. Communicates and listens clearly and effectively, showing a genuine interest in the opinions of others.


	
	
	
	
	
	


Comments:

	WORKS SUCCESSFULLY WITH STAFF


	Rating

	
	5
	4
	3
	2
	1
	NS

	3. Builds a sense of teamwork and ownership across programs so that staff members are working collaboratively and toward common goals.


	
	
	
	
	
	

	4. Delegates authority and demonstrates confidence in and reliance on others.
	
	
	
	
	
	

	5. Encourages staff to be innovative in their ideas, and encourages and supports risk taking.


	
	
	
	
	
	

	6. Creates an environment that welcomes differences of opinion, and fosters trust and cooperation.


	
	
	
	
	
	

	7. Provides helpful job performance supervision and feedback
	
	
	
	
	
	


Comments:

Open ended questions 

6. Which of the Executive Director’s accomplishments in the past year have been the most valuable to THE ORGANIZATION?

7. What are the Executive Director’s greatest strengths?

8. What are the areas in which the Executive Director needs the most improvement?

9. What about the Executive Director’s leadership inspires you to do your best at fulfilling your job?
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