BOARDSOURCE’

Building Effective Nonprofit Boards

Ten Basic Board Responsibilities

1. Determine mission and purposes, and adveeate for them. 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. Support and evaluate the chief executive. 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.

4. Ensure effective planning. Boards must actively participate in an overall planning process
and assist in implementing and monitoring the plan’s goals.

5. Monitor and strengthen programs and services. The board’s responsibility is to determine
which programs are consistent with the organization’s mission and monitor their
effectiveness. .

6. Ensure adequate financial resources. One of the board’s foremost responsibilities is to
provide adequate resources for the organization to fulfill its mission.

7. Protect assets and provide financial oyer‘_sig'ht,,The board must assist in developing the
annual budget and ensuring that proper financial controls are in place.

8. Build and sustain a competent board. All boards have a responsibility to articulate
prerequisites for candidates, orient new membels and periodically and comprehensively
evaluate its own performance.

9. Ensure legal and ethical integrity, The board is ultimately responsible for adherence to
legal standards and ethical norms,

10, 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. _

From Ten Basic Responsibilities of Nonprofit Boards by Richard T. Ingram (BoardSource, Third Edition 2015).

Reprinted with permission from www.boardsource,org. BoardSource is the premier resource for practical
information, tools, and training for board members and chief executives of nonprofit organizations worldwide, For
more information about BoardSource, visit www.boardsource.org or call 800-883-6262. BoardSource © 2015,
Content may not be reproduced or used for any purpose other than that which is specifically requested without
written permission from BoardSource.

© BoardSource 2015, BoardSource, 750 9th Street NW, Suite 3
650, Washington DC 20001, 202-3489-2500, www.boardsource.orqg.
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POSITION DESCRIPTION
FOR .
BOARD MEMBERS
OF THE
(NAME OF AGENCY)

Member, (Name of Agency), Board of Trustees
Boatd President

To setve the boatd as 2 voting member, to develop policies,
procedutes and regulations for the operation of the (Name of
Agency), to set the strategic ditection of the (Name of Agency),
ensute necessary resoutces and provide oversight for programs and
performance.

The term of setvice for a member of the boatd of trustees shall be
three calendar years and shall begin at the annual meeting or
otherwise during the year in which the member is ‘elected. One-third
of the trustees shall be teplaced ot re-elected each yeat.

Following completion of a trustee's tetm, he ot she shall be eligible
for re-nomination and re-election for one additional full term,

Make evety effort to attend all (insest #) board meetings annually, whether in person
ot by electronic means. At 2 minimum, attend no fewer than (insett #) meetings a

year.

Attend standing committee meetings if a member (about (insert #) pet yeat)
Participate as an ad hoc committee member if appointed
Attend board retreats, wotkshops, and other board development activities
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¢ patticipate in 2 minimum of two of the following activities: .

Attend and/or patticipate in one ot mote of the following activities:
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OBLIGATIONS OF THE BOARD:

¢ Determine the organization’s mission and putpose
Select the chief executive
Suppott and evaluate the chief executive
Ensute effective planning
Monitor and strengthen programs and services
Ensure adequate financial resources
Protect assets and provide financial oversight
Build a competent board
Ensure legal and ethical integrity
Enhance the organization’s public standing

~ SPECIFIC DUTIES:

o DParticipate as a member of a team that: 1) includes administrative leadetship, the
boatd, and others, and 2) requites coopetation and teamwork to be effective

o Attend meetings and show commitment to board activities

Be well-informed on issues and agenda items in advance of meetings

Contribute skills, knowledge and experience when applopnate '

o Listen respectfully to othet points of view

Patticipate in otganizational decision-making

Financially support the (Name of Agency) with a stretch gift commensurate with

ability

Be educated about the needs of the (type of client) served

Assume leadership roles in all board activities, including fund raising

Represent the (Name of Agency) to the public and to business and industry

Leverage their relationships to be a bridge between the (Name of Agency) and its

cofistituencies
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(INAME OF ORGANIZATION)

Board Member Statement of Understanding

After careful and sincere consideration, I have accepted the invitation and have been
inducted officially as a term member of the Boatrd of Trustees of (Name of Otganization). I
am fully committed and dedicated to the vision and mission of (Name of Organization). 1
pledge to do my full past to ensure fulfillment of the mission. Iunderstand that my duties,
responsibilities, and obligations include the following;

1.

10.

Page 1 of 2

The founding of (Name of Organization) as a public trust is rooted in the
not-fot-profit cotporate statutes of (name of state).

I am personally and jointly responsible, with other board membets, for the
opetation of (Name of Otganization) in fulfillment of its mission in setvice
to (description of who is being served).

I will be aware of the proposed and approved opetating budget and also
what the budget ought to be to ensute the highest quality in all programs,
services, facilities, equipment, and staff requirements.

I pledge to do my patt in actively reviewing and monitoting the budget
through periodic repotts and seeking necessary financial suppott to insute a

‘balanced annual budget at least. I will also be active in the board's oversight

responsibilities in all other ateas of (Name of Organization)'s operation.

I am responsible to knowé:gthe‘:govei:ning boatd bylaws and policies that
determine the management and reputation of (Name of Ozganization).

I want to visit (Name of Otrganization) to learn more about its practices and
values.

I will provide what is for me a substantial annual gift for budget opetations.
I will make a reasonable effort to patticipate in special fundraising events. I
will consider capital fund and estate gifts as appropriate for me.

I will attend (Name of Organization)’s events as desctibed in the Boatd
Membet position description.

I will actively promote (Name of Organization) among my business
and professional friends, neighbots, and family to encourage their suppott.

I will engage actively in cultivation of friends for their generous
suppott of (Name of Organization) in the name of philanthtopy.

(7 | Rysances
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11.

12.

13.

14,

I will attend boatd meetings, serve on committees as approptiate, and
be available in petson and by phone.

I will be vigilant regarding of conflicts of interest and even the petception of
a conflict of intetest. As a Board member, I pledge to make decisions and
take actions which ate in the best interest of the entire organization and set
aside any other loyalties. I undetstand that there may be occasions when I
must declare a conflict of interest and recuse myself from voting on an issue.

" 1 will be vigilant regarding the conﬁdenﬂality of issues and actions that

Trustees discuss. I understand that inapproptiate conversations ate
unacceptable and ate grounds for removal from the boatd.

In signing this document, T undetstand that there ate no rigid standatds of
measurement of achievement for boatd membets. This pledge is a statement
of faith and trust among one anothet to petform to the best of our abilities.

‘This appointment will be a treasured honot.

Date:

Name:

Address:

Phone; home office

In turn, (Name of Otganization) is responsible to me as follows:

I will receive financial affd aﬁpropfiate dated i'epotts regularly which T will

1.
tead before meetings.
2. I will be able to discuss policies, progtams, goals, objectives, and perceptions
with staff membets through the chief executive.
3. Boatd members and staff will respond to the best of their ability in
straightforward, honest, tmotal, ethical, legal, and fiscal responsibilities as
membets of a public trust.
Board Chair Executive Directot
Date: Date:
Page 2 of 2 A
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Building the Board of Trustees

Board Member Rectuitment Process

One of the four primary functions of the Board Governance Committee is to identify, research, contact,
nominate, and ptovide orientation for new membets of the board of trustees. The other functions are to
review and update the board’s roles and responsibilities, organize continuous education for boatd
membets and periodically assess board effectiveness.

There is nothing so important than finding and securing the volunteer setvices of excellent trustees.
This is fat too vital a task to be done in a haphazard or supetficial manner. Here are proposed steps to
building a highly productive board:

1. Maintain a Confidential File of Prospective Board Membets

¢ Executive director maintains a confidential file of prospective board membets.

¢ Executive director, members of staff, all membets of the boatd of trustees, and other top
volunteets submit names of prospective board members anytime duting the year. Boatd,
staff, and volunteers will need to be encouraged several times a year to submit names for this
file, ,

¢ Names come from business o social relationships, ot simply from newspaper atticles.

¢ Names and whatever information has been gathered about these people, e.g. a newspapet
clip or a brief memo, ate placed in the prospective hoard member file. Itis not necessary to
have complete information about candidates at this time.

¢ The Board Governance Committee starts the process of selecting nominees for the next
class of boatd members or only to fill a vacancy, by going through candidates’ names in the
prospective board member file. This file is not to be the only tesource, but it is a ptitnary
resoutce,

2. Research Prospective Board Membets

¢ The Board Governance Committee selects names from the prospective trustee file, gathets '
additional names ftom other sources, and begms conducting more thorough research on the
candidates. .

¢ More names are selected than posiﬂons are avallable in the next class of ttustees ot in the
case of filling a single vacancy.

‘¢ Names not selected ate returned to the prospective trustee file. Names kept in this file for
several yeats without being selected for research are discarded.

¢ Research is done through confidental interviews with trustees and other volunteers and
friends, including the people who submitted the names.

+ Vaﬂous printed resoutces, e.g, social and business ditectories, and Internet searches are also
used. '

¢ The chicf executive takes 2 leading role in conducting this research in close co]labotatton
with members of the Board Governance Committee.

¢ After a dossier has been built for each petson selected for further research, the Board
Governance Committee prioritizes the names and might pare the number of people who
have been researched. :

¢ In the case of a very small boatd of trustees, the Board Governance Committee might
inform the boatd of executive committee verbally about the names being considered. This
communication is not put into writing.

¢ Care should be taken to avoid lobbying by cutrent trustees for individuals on the list.

¢ Itis prematute and inapproptiate for the board to vote on these nares at this point. They

ate only receiving infotmation about this important work of the Board Governance
Committee. The integtity of the process must be kept intact,
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Building the Board of Trustees

Page 2 of 4

3.

Undetstand the Rationale for Conducting an Interview

12

With rare exceptions due to distance or some othet unusual situation, a petson should never
be offeted a position on the board through a telephone call or a letter. This has the effect of
reducing the status and importance of trusteeship at the otganization.

'The importance placed on the process of recruiting trustees by a board is directly
proportional to the importance the prospective board member will place on his/her setvice
to the organization.

Prospective board members are apptoached personally through an appointment in their
home, office, or at a neutral site, e.g. a restaurant. -

The place of business of the otganization is not notmally a good site for such an
appointment. It is better to have this meeting in the prospective trustees' choice of a
meeting environment so he/she does not feel trapped ot under pressute. :

A site visit to the otganization can be a good idea after the person has been approached in a
preliminary meeting.

Make an Appointment with Each Prospective Board Membet

+
+
+

+

Always request an appointment with each prospective board member.

Be forthright about the putpose of the meeting. _
The chair of the Boatd Governance Committee asks the boatd chair or some other board
member who knows the petson to call and say something like,

"We want to visit with you to share information abont onr organization and fo disouss onr interest in you to
possibly be a candidate for onr board of Irustees.”

Never say, "We want to come to ask_you to serve on o4r board." The Board Governance
Committee does not have this authority.

The Board Governance Committee talks to this person to detetmine if thete is mutual
interest in this person being a trustee nominee.

"The entite board votes to elect its members.

Form Interview Teams & Prepare Materials

+

L ]

"The chief executive along with the chair of the boatd or some other member of the Board
Governance Committee compose the team to call on the prospective board membet.
A board member who is not on the Board Governance Committee might team up with the
chief executive if special circumstances wattant, but a close friendship between a board
member and the prospective trustee is not necessatily a good teason.
A two-petson team is usually best. Too many people from the organization can inhibit the
free flowing dialogue that is desitable in such a meeting.
The chief executive takes briefing matetials about the organization to the meeting to leave
with the prospective trustee. '
Briefing matetials ate not to provide exhaustive documentation of the organization. A few
carefully selected pieces should include:

* A general information brochure, : ,

o A list of curtent members with business and professional affiliations, and

¢ Concise financial information that would not be consideted confidential in nature.
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Building the Board of Trustees

Page 3 of 4
6. Interview the Prospective Board Member
¢ ‘The chair ot other board membet:

e Opens the meeting by telling the person that his/het name has been suggested as a
possible trustee.

e Does not say that the person has been actually nominated to the boatd.

o Talks briefly about the importance of board membership at the otganization, the
vision, and general mission of the organization.

e. Says a few words about how meaningful trusteeship is to him/her with the
otrganizaton. ‘

¢ The chief executive: :
e Provides a good summaty of the program and goals of the organization.
¢ 'The chair/trustee regains the conversation and outlines the responsibilities of being on the
board.

 ’These are the responsibilities in the written compact or statement of undetstanding
between the otganization and a board member.

e This document is not usually shared with the prospective trustee at this time.

o The chair/trustee vetbalizes the points in the document, e.g. a trustee is expected to
maintain a good attendance at board meetings, a trustee is expected to make an
annual gift to the organization commensurate with ability, etc.

¢ Care s taken in this meeting to assure that the petson being considered for trusteeship has

sufficient opportunity to ask questions and to say what is on his/het mind about the
otganization. 'Too formal a presentation by the visiting team could overbeating and a
detriment to the petson's consideration.
‘The chair/ trustee og chief executive:
¢ Does not ask for a decision in the interview.
» 'Tells the prospective trustee that they want hitm/her to think about the opportunity
for service to an exceptional organization by being a tnember of its board of .
Trustees. '
o Ask the prospective trustee to give careful consideration to permitting the Boatd -
Govetnance Commmittee to place the person's name in nomination to the boatd.
. Agrees with the petson to have another conversation in a few days or a week to
learn of his/her decision o to answet any further questions.
s Teaves the briefing materials. -

7. Follow Up with Prospective Trustees

¢
+

Follow up with the prospective board member in an approptiate time frame.
This convetsation can be by phone or in petson.

8. Vote on a Slate ' :
¢ If the person aggees to petmit his/her name to be placed in nomination for election to the

boatd, the Board Governance Committee moves the name forward along with others
through the board's process for electing new board memberts.

¢ 'The Board Governance Committee may bring more names to the board for considetation

4

L

than thete are positions to be filled. In this situation, an assessment of the areas of expertise
needed by the organization is presented along with qualifications of prospective board
membets which meet those needs.

The Board Govetnance Committee states the term length for which each prospective trustee
is being considered. '

"The boatd votes to determine who will be asked to setve as trustees.
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Building the Board of Trustees
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9.

10.

11.

12.

Inform Prospective Board Membets of the Board’s Decision

¢

As soon as the prospective board member is elected, he/she receives a congtatulatory and
welcoming phone call from the chair of the board.
An official letter of notification along with the boatd member's position desctiption and
statement of understanding follow this call promptly.
A phone call from the chair of the board is made to any prospective trustees who ate not
sclected to setve one the board. The chair of the board:
e Hxpresses appteciation for their interest in and consideration of the boatd position,
e States that it was not possible to elect all qualified candidates to the board.
e Tf approptiate, asks if the prospective candidate might participate on a specific
committee or with a specific project.
o If apptopriate, asks if the prospective candidate’s name may be retained for
consideration as a trustee at a later time.

Orient and Train New Trustees

+

+

All new board membets receive a thorough otientation befote attending theis fitst boatd
meeting.
The otientation can be held ot an hous ot two before the boatd meeting begins, but is most
effectively held a few weeks before the new trustees’ first boatd meeting,
The otientation meeting:
¢ Is usually.one to two hours in length.
e Provides an ovetview of the organization by the chief executive and a tour of
facilities and/oi programs, if apptopriate.
o  Allows staff membets oppottunities to talk about their patticular roles and
responsibilities. . _
e Includes a presentation on board opetation and responsibilities by the boatd chait or
a member of the Board Governance Committee. ‘ |
o Provides an opportunity to distribute and review the board member’s manual which
has been prepared for each new trustee. The manual is more extensive, particularly
with tespect to financial information, policies, procedutes, board minutes, and
histotical information than the materials given to the prospective board member
when he/she was approached about possible boatd membership.

Assess Individual Bpard Members and the Board as a Whole

+

In keeping with its responsibility for assessing individual boatd members and the board as a
whole, the Boatd Governance Committee is attuned to the activity level of trustees
thtoughout the yeat. '

Should a board membet appeat to have problems actively patticipating on 2 committee, on
the boatd, ot making a financial conttibution to the otganization, the Board Govetnance
Committee takes tesponsibility for approaching the board member and working with
him/her to maximize theit expetience with the otganization.

Understand the Value of the Board Recruitment Process

L 4

+

The process of selecting excellent candidates for the board and engaging them correctly in
their setvice to the otganization is the single most ctitical function in the organization. The
boatd is the foundation upon which all else is built.

A strategic, well conducted process for identifying and rectuiting Trustees ensutes
commitment to the mission of the organization at the highest level, and as a result, the
generation of highly effective programs that benefit the community.
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SEPARATE & SHARED RESPONSIBILITIES OF THE BOARD CHAIR & CHIEF EXECUTIVE

Responsibility Board Chair Chief Executive - | Shared
]
lo  In cooperation with chief executive, works  |e Eou.m with staff is responsible for carrying
with the board to establish guiding k out the mission and implementing the
principles, policies and mission. strategic plan. ®  (Create policies and guidelines
Policy and Planning |e Initiates regular review of strategic %“_HD and e Provides administrative sapport for the ¢  Develop mission & vision statements
w : mission board’s policy-making activities. ¢  Quiline organizational values
®  Works with chief executive and board to »  Helps to create policies and guidelines for
establish metrcs and measure success consideration by the Board
|
i ®  Working with appropriate board members, :
_ oversees the budget of the on»QNunou. and e Proposes budgets to the board
| . ultimately r ible for the int of - R HUH for i rO:
Budget & Finances | 5 utimately respons egrlty esposible for managing programs
“ dg ; its finances. according to board-adopted financial policies © N/A
L T Ensures board oversees independent outside and budget guidelines
_ ! audits & internal audits
®  Leads and faclitates board meetings by e Prepates the da in close consultation
_ making sure that: " with the | mm hai
. { o The agenda is closely followed e E board bers ha od and
Board Meetings ! o Every board member has the TISUIEs DOAIT members Aave §0oc anc e  Develop meeting agenda
[ - T, . concise information and meeting matetials
! opportunity to participate in. discussions
: o The board uses proper decision-making | * Pazticipates actively in board meetings as
| procedures. | appropriate
i® Is generally 2n ad hoc member of all board @ Sits in on appropriate committee meetings . . s e
: : | committees ie  Makes sure committees have the staff * Waﬁn.,w committee Syste and anﬁmcmp :
- Committee Work i . ! ; committees to ensure alignment with mission
| |*  Works to structure a committee system that support and mformation they need to do and stratesic aoals
”, | contributes to the board’s effectiveness their jobs FIegic 89
le  Takes the lead in building and maintaining 2 i
: strong board by: n
| o Seeinggoas and expeciadions gttt |
“ | . 2% : A _ .
| Board Development o  Cultivating leadership among individual . and activities that murtare future board _o Keep 4ll board members engaged in the

board members

o  Working with governance or
nominating committee to make board
development a pdority

Hm»mmumégwommﬁm&wwoﬁmﬁgdﬂm “
engaged m

work of the crganization
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Responsibili

Board Chair

Chief Executive

Shared

Orientation

Board Recruitment & |°

Works with the governance or nominatiog
committee to identify and recruit new board
members

Helps to identify, cultivate, and recruit new
board membets

Works with committee leaders to structure
board odentations

Identify skills, expertise and attdbutes
needed for the board

Board Evaluation

Responsible for making sure the board has
opportunities to reflect regularly on how well
it is meeting its responsibilities — through a
board self-assessment

Works closely with the chair and the
govermance of nominating committee to
create an evaluation process

Assess results and consider improvement in.
collaboration with governance committee

Staff Oversight,
Compensation and
Evaluation

Oversees the bidng, evaluation and
compensation of the chief executive

Works to develop 2 succession plan for the
chief executive’s position

Is responsible for oversight and evaluation
of all other staff and is the arbiter of staff
salaties

N/A

ﬁ Fundraising

¢
i
i
!

Guides the work of the board to secure
funds

Oversees the development of fundraising
policies

Encourages and supports fundraising nm.onmx.‘ |

of the development committee and board
members

Solicits contributions from board members
and selected outside contdbutors

Coordinates the organization’s overall
fandraising effort while personally soliciting
potential dogors, frequently in partnership
with the board chair and other appropriate
board members

Solicit contrdbutions from outside donors;
set the case for — and the amountof —a
capital campaign based on determined
strategic objectives

Public Relations &
Communications

i
t

|

Along with the rest of the board, promotes
the work of the organization in conversation,
speeches, interviews, etc.

In the event.of a controversy or cisls, only
the chair can speak for the board

Is generally the official spokespetson for the
organization

In partnership with staff, coordipates the
otganization’s official public relations and
copamunications program and supports
board mernbers efforts :

With board and staff, develop message that
conveys the organization’s mission.
effectively and can be used consistently by
board and staff

Adapted from The Handbook of Nonprofit Goversance, BoardSource 2010
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BOARDSOURCE:

Building Effective Nonprofit Boards

Board Fundraising
Culture Assessment

1. Are prospective board members made aware of their fundraisiﬁg responsibilities before
they are elected to the board? ‘

yes no sort of / maybe / not certain

2. Are fundraising responsibilities and personal giving included in the board member
expectation agreement?
yes no sort of / maybe / not certain

3. Do all or almost all board members make a yearly personal “stretch” gift to the
organization’s annual fund? :
yes no sort of / maybe / not certain

4. Does the board chair personally solicit board members annually to ensure appropriate board

giving? Does the board chair take time to personally cultivate and steward appropriate
higher level prospects and donors?

yes no sort of / maybe / not certain

5. Does the executive director take time to personally cultivate and steward appropriate higher
level prospects and donors? L :
yes no  sortof/ maybe/ not certain

6. Does {he board’s fundraising committee organize the board’s fundraising rather than
actually doing the fundraising itself?
yes no  sortof/maybe /not certain

7. Ts the organization’s mission statement clear, concise, and compelling? Can all or almost all
board members recite it?
yes 1no sort of / maybe / not certain

8. Beyond just reciting the organization’s mission statement, can at least 80 percent of board

members convincingly articulate the case for support of the organization?
yes no sort of / maybe / not certain

9. Does the director of development (or other staff person) identify appropriate cultivation and
stewardship opportunities for board member participation? :

yes no  sortof/maybe /not certain
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Building Effective Nonprofit Boards

10. Have the chief executive and director of development presented a clear fundraising strategy
to the board and solicited board input?

yes no sort of / maybe / not certain

11. Do the chief executive and board chair organize meeting agendas to give clear priority to
fundraising?
yes 1o sort of / maybe / not certain

12. Do the chief executive and board chair pian annually for board training opportunities in
fundraising?
yes no sort of / maybe / not certain

13. Do the chief executive, board chair, and director of development publicly acknowledge and
recognize board members who are fulfilling their fundraising responsibilities?

yes 1o sort of / maybe / not certain

From David Sternberg, Fearless Fundraising for Nonprofit Boards, Second Edition '(BoardSource, 2
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