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Poll Question

What role do you have within your organization?

Board Officer
Board Member
Executive Director
Senior Staff

Staff

Volunteer



Poll Question

In total, how many people make up your
organization?

Paid staff: 0-1; 2-3; 4-5; 6-10; 11+

Volunteers: 0-1: 2-3; 4-5; 6-10; 11+



Goals for this session

e Discovering ways to align your Board’s practices more
closely to the needs of your mission.

- Assessment

- Development
- Alignment
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Reasons you might have to change

e The environment has changed around you and your
board practices have to change with it.

e Some of your people are new and folks have to adjust to
different styles.

e Thinking about how your board is organized and operates
is the first step.
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How are you organized?

e Do you have the basics? Including functioning committees with
strong leadership who work together well?

- Governance
- Finance

- Audit

- Program

- Executive

A



How are you organized?

e Are your meetings efficient and productive?

- Consent agendas

- Committee reports etc. read ahead of time
- Dashboards

Y.



How are you organized?

Do you have the right amount of program oversight?

Is there an understanding of the differences among:
« Supervision
 Management
» Governance
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Board Roles

* Once the basics are clear, the Board and Chief Executive can
assess how well the most significant duties are being performed.

« There are numerous excellent outlines of Board roles and
responsibilities. BrandSource is a good start.



Poll Question

Is your Board currently evaluating itself?

Yes
No
Not regularly

Not sure



Overview: Roles and Responsibilities of...

The Board Individual Board Members
e Setting Organizational — Duty of care
Direction — Duty of loyalty

— Duty of obedience

e Ensuring Necessary
Resources * Ambassadors for the
Organization

e Providing Oversight
J d * V\olunteers for the

Organization
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Primary Responsibilities: Fu// Board

1. Establish Strategic Direction 3. Provide Oversight
- Determine mission and purpose - Monitor and strengthen
- Ensure effective planning programs and services

- Protect assets and provide
2. Ensure the Necessary Resources

- Ensure adequate financial resources
- Select the chief executive

financial oversight

- Ensure legal and ethical

- Build a competent board integrity
- Enhance the organization’s public - Support and evaluate the
standing chief executive




Organize to Fulfill Responsibilities

These responsibilities can be thought of in terms of Mission, Money and
Leadership. If board members are clear about their role, they can focus on things
like, “Do our programs support our mission?” Rather than, “Is program 1 meeting
all the requirements of Contract A”

For these three roles and the tasks within them, such as compliance, oversight
and ambassadorship, each Board has to be organized in a way that helps to
accomplish those tasks for your particular organization. If not, the Board will get
bogged down and not advance the mission.



Different Options

# Task forces
Ad hoc Committees
Non Board members on Committees

%% Organizational Work Groups that work with staff



What is Your Current
Lifecycle Stage?

Broadening your approach to achieving mission impact
beyond your core programs. This may include strategic
alliances, partnerships, policy/ advocacy work or further Impact

outreach in your community. Expansion

The systems needed for an organization to
operate smoothly, including having policies in
place, good communication between staff, and
initial evaluation efforts in order Infrastructure
to improve programs. Development

Close alignment between your

programs and your mission/vision —

and clarity in your organization as to Core Program Development
how they relate.



What is Your Current
Lifecycle Stage? (Stevens)

Idea  Start-up Growth Maturity Decline Turnaround Terminal

Lifecycle Stage

Programs s

Management s

Finance —




Poll Question

When was your organization founded?



Planning for Mission

Every organization has to decide for itself how much analysis and
planning, for example, is too much. Charles Lindblom’s classic article
The Science of Muddling Through is an excellent example of how to
figure out when it is time to just get on with it.

Similarly, there needs to be program oversight and Boards have to
understand the programs but the focus has to be mission
accomplishment not day to day operations.



Fiduciary Responsibility

« Boards can move beyond their fiduciary responsibility for the budget and
really think about how they can help develop resources,

* Individual Board members make a personal commitment
* Mission planning can take place from a position of strength.



Leadership

Leadership responsibilities are perhaps the hardest.

& Isthe Board evaluating the Chief Executive?

How is the Board supporting the CEO?
|s the Board evaluating itself?

“" How are those evaluations helping to drive mission impact?



Board Development

- Can the Board address its own development as a positive thing?

- Board members acknowledging that change is needed are not
saying that they have done anything wrong.

- They realize that the environment that they are working in is
challenging and rapidly changing

- They know that addressing those challenges and changes is
imperative.



Three realities

Are we following our own @ What you aspire to do (what'’s
procedures and in your bylaws and resolutions)
recognized best

practices?

_ _ _ ‘ What you actually do
Sometimes just doing -
what the Board knows it
should do is a drastic

change. What is best practice



Change the Board or Change the Board?

Are the right people on the Board?

Individuals on the Board need to grow and develop of course.

But the Board as a whole also needs to grow and develop and
that can mean an evolution that includes new members.

Is there a process for Board renewal and succession?



Board Assessment and Renewal

« The Board should do a full self assessment every few years

* Individuals Board members should assess their own participation
regularly



Board Building

« There should be a process for identifying, cultivating and
recruiting Board members

«  New Board members should be educated about the Board and
the Organization

- Board “buddies” and other ways to ensure engagement
* Terms and term limits



Coalitions and Collaborations it gets complicated

Government partnerships

The HEP: “Decisions by five core federal agencies; two states; 11 major sewerage
agencies; hundreds of counties, cities, and towns; and millions of property owners
shape the Estuary’s future.”

“The Action Agenda outlines the shared priorities.”
Geography
Shared Goals

Maybe the “members” or their organizations don’t share priorities or
methodologies (?)



Aadvisory Committees

“The Citizens Advisory Committee (CAC) provides guidance and advice... on
Program decision making; helps develop and implement the Action Agenda; and
promotes public awareness and understanding of Estuary issues. Activities of the
CAC are guided by four co-chairs, but membership is open to all.”

The HEP Policy Committee and Management Committee are analogous to a
“‘Board” as we have been discussing.

And as with other organizations:

“The Citizens Advisory Committee (CAC) provides guidance and advice to the Management
and Policy Committees on Program decision making; helps develop and implement the
Action Agenda; and promotes public awareness and understanding of Estuary issues.
Activities of the CAC are guided by four co-chairs, but membership is open to all.”



Advisory Committees

More Generally:

» They can provide specialized expertise that may be lacking in your nonprofit.
(fundraising, technical assistance, assessment of a program's impact)

* Members can be ambassadors to your community and connect you to a greater
constituency.

» They can perform important duties, such as fundraising, advocacy, and program
evaluation.

 Their members can be candidates to fill future board seats.

« Similarly, outgoing Board Members can serve so their experience is not lost



Advisory Committees



Dart Westphal,
dartwestphal@agmail.com
Thank You




