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About NAMI Texas

The National Alliancefor the Mentally 1l of Texas (NAMI Texas) isa501(c)(3) organizationfounded by
voluntees in 1984to addressthe needs of persons affeded by mental ill ness NAMI Texas is the largest
grasgoots mental hedth advocag/ organization in Texas and is ®en as a leader in educaion and
advocagy programs throughou the nation. Currently, in a state with over twenty milli on residents, there
are more than 5,000members belonging to 45locd NAMI Texas affili ates.

NAMI Texas is a unique organization in its grasgoaots orientation and compasition o persons diagnosed
with mental ill nesses as well as parents, spouses, children, siblings, friends, and professonals. The NAMI
Texas misson is to improve the lives of Texans affeded by menta ill ness by providing suppat,
education, and advocag/ through a grassoats network. NAMI Texas provides suppat to help persons
with mental ill nessand their famili es ded with the dchall enges, education to fadlit ate understanding abou
mental ill neses and the mental hedth service delivery system, and advocagy so that their voices are
head.

Based on estimates taken from the Surgeon General's Report, abou 4.4 million Texans will suffer
symptoms of a diagnosable mental disorder ead yea. Asauming that the person with the disorder has
two immediate family members, approximately 13.2milli on Texans will be dfeded by mental disorders.
That is over half of all Texans. If you consider co-workers, friends, and ahers who interad with such
individuals on aregular basis, it becomes abundantly clea that nealy every Texan is mehow affeded
by mental disorders.

NAMI Texas is comprised of people who live with mental ill ness and people who are working to make
the world a better place for persons with mental ill nesses—as well as for their families, friends,
employers, and reighbas.

About Sources and Resourcesfor This Guide

We have worked to incorporate good information avail able in the pulic domain with appropriate aedit
to sources. If you lelieve we have used material belonging to another organization withou proper credit
or permisson, dease mntad NAMI Texas at (512 693-2000s0 we can make gpropriate dhangesin the
future. Any time aprojed is developed with contributions from many people, it is always posshle that a
contributribution presented as original work is not entirely original. While aprojed built on the brilli ant
contributions of talented and experienced individuals will generally produce an oustanding work product,
there is no cost-eff edive manner in which to ensure that all contributions are the original work of eath
and every contributor.

This manual was initially compiled, arganized, and edited by Renée C. Lovelace of the LovelaceLaw
Firm in Austin, Texas, under contrad with NAMI Texas in 2002and 2003,as part of the Training
Effedive Board Members Projed, with contributions from members of a Projea Advisory Committee
(PAC) and ahers.

PAC members for the Training Effedive Board Members projed were Susan Hoffman, Barry
Silverberg, Rep. Bob Glaze, Mary Baldeschwiler, Janet Paleo, Norma Bangs, Lynn Blanco, Anna
Gray, and Lilli e Gilligan.

NAMI Texas is also grateful for the cntributions of many other individuals to this manual. The most

significant contriubtors include the following: Jacqueline Shannon, Eldon Baber, Dianne Bisig, Lisa
Tulk, and James R. Jimmerson.
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ThisGuideésMissm
IS O
Serve a aresourcefor anyone whoiswilli ng to serveona
board, committeg task force, or work group
of anonpofit organization, for-profit corporation, agency, or other organization.
We have endeavored to include the most useful information,
all the most useful information,

and ndhing but the most useful information in this manual.

Whatever your chosen garden, we hope this guide will serve & a spade.







1. Why Melnded!

Why shoud any of us want to devote time and money by serving on bards or committees?

Most of us do so because we want to contribute paositively to the world in which we live. We
want to improve the world for our own families and for the families of others. And many of us
have spedfic missons.

If we ae willi ng to make the ommitment, shoud arganizations want us?

YOU BET! Ead of uscan ask ourselves, “Which o these do| bring to the table?”’

Life experiences “ Interest “ Trust

Passon " Advocag " Ledaership
Talent “ Commitment " Listening Skill s
Community Contads " Financial Resources " Credivity
Dedicaion " Diversity " Vision

The differences in the people serving on bards and committees are aiticd to having an
effedive team. Each person krings his or her own passons and interests, abiliti es, strengths and
wegknesses, talents, and resources. With the differences in these aeas comes a diversity that
strengthens the group. With ead person's grengths, ancther person's weaker areas are less
important. With ead person's contributions, the grougs patential can increase.

The list above is merely a set of general examples. It can be helpful to complete the foll owing
sentences:

My life experiencesinclude:

| am passonate about:
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| am talented at:

| have the following community contacts:

| am dedicated to:

My interests are:

| want to advocate for:

| have a commitment to:

My accessto financial resourcesincludes:
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| bring diversity because:

| believein trust because:

| haveleadership skill sin:

My listening skill s can:

My creativity will :

My vision is:
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The resources | can add to theboard are:

| can strengthen the board by:

Thisisagrea list to re-visit throughou our board o committeeservice We want to (1) live up
to what we have said here, (2) remember that there is adways room for improvement, (3) remain
focused on ou pasitive qualiti es as they can assst in the misson, and (4) encourage the positive
qualiti es of our fellow group members.

Besides persona qualiti es, the most important element we bring to the table a a member of the
board or committeeis the source of our dedication; i.e., why we are contributing ou time in the
first place Serving on an arganization bard can fed like athanklessjob, bu we have made a
commitment to forego ather thingsto doit. The reasons may be intensely personal, or may be &
basic as smply wanting to dosomething goodfor the ommunity.

So we mmplete this sentence

| am here because

Clngatulatimsl Each of us has just identified ou key purpose in serving on a particular

board o committee We have just figured ou the single most important comporent that we
bring to the group. We have just identified the reason for the commitment we ae making and
the source of our dedicaion. This shoud be our focus throughou our board membership.

Serving on a board is not simply abou serving the organization and the community. There is
aways an underlying reason why ead of us chooses to serve and what we hope to get out of it.
For ead of us, the key reason why we ae serving can continue to motivate us throughou our
board or committeeservice And thisreason can motivate other contributors as well!
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Dedicaionto amissonis, after al, the most valuable st ead of us bringsto an organization's
board or committees.

When ead of us deddes that we want to serve on aboard or committee there is one more fador
to consider:
- Some boards are far better than others -

Whil e some organizations are changing the world, ahers are stuck in repetitive and unpoductive
disorganization.

Many organizations appea very busy, bu when you look closely, there seems to be no
significant work product resulting from all the dfort and adivity.

We owe it to ouselves and to our communities not to waste our time or resources. We can look
a how information is organized for medings and hav board members are treaded. Does
committee work get used or shelved? Do the contributions from committees or the full board
impad pdlicy for the organization, a does gaff ater the board's mandates? Is the board
comprised of knowledgeable and dedicated individuals willi ng to listen and lean—or not? Are
medings productive or do they fed like aterrible waste of time?

A board or organization may carefully choose me, bu | owe it to my community, to my family,
and to myself to carefully choase aworthy organization and misson!

Remember!
Organizations Choaose People,
But People Also Choose Organizations!

P

A B C
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2. Being aGreat Board* Member
*Board or Comnitteeor Task Forceor Work Group

Contents

Boards vs. Committees vs. Task Forces vs. Work Groups
Know Your Organization

The Rolesin a Board—Ead Board Member Has a Job
Working asaTean

It Was the Best of Boards; It Was the Worst of Boards. . .

So, Once Again, What Makes a Good o Grea Board Member?

Boardsvs. Committeesvs. Task Forcesvs. Work Groups

Throughou this guide, references to “boards’ will also apply to committees, task forces, and
work groups. Eadh o these groups is comprised of individuals working to develop strategies to
pursue missons or to propcse solutions to problems.

Know Your Organization

Serving on a board can be one of a person's most rewarding or excruciating experiences. Key
fadors that determine whether or nat one has founda mmpatible board for them will i nclude the
foll owing:

Other board members

The board chair

Financial hedth, productivity, and program status of the organization

It is criticd to know your organization well. Is it large or smal? Who are the constituents?
Who hes voting power? Good bard members will do at least the foll owing:

Understand the resporsibiliti es of the board
Understand the “roles” invalved in aboard

Work to bring the board together as an effedive team
Understand his or her time commitments

Do the work that he or she has promised to do
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The Roles in a Board—Each Board Member Has a Job

A board meding is like adramatic production in at least one resped: there ae roles for each
personto play in arder for the production to succeal. In aboard meding, everyone may want to
lead and bein charge, bu red leadership invalves contributing to the groupin such a manner as
to make the groupmore dfedive.

Leadership is NOT speaking the loudest, daminating discussons, setting our own agendas, or
working to coerce everyone dseinto agreang with ou ideas.

In ead group, there is a set of players required in order to adhieve the optimal results from the
group. Adapted from leadership tods used by the Girl Scouts of the U.S.A., the following list
describes different roles in agroup. Eadh group redls:

A Delegator who helps members use their talents and interests, who may say,
aY ou are goodat thisl How abou being onthe committee®

A Facilitator who relps the group set goals, make dedsions, chocse diredion,
and evaluate progress This person may say, 4_et's hea from ead member,° and
#How do you think we shoud approad this as a group?™

A Manager who helps coordinate parts of a projed, such as by reminding others
of resources. A manager may say &he leadership manua prepared by the
education committeelast yea will be agoodtod for the board training.°

A Clarifier who listens, summarizes, and helps others clealy understand isues.
Possble comment: 8 hea you saying s thisright?

A Problem Solver who suggests lutions and ways to get things dore. aWVhy
dorit wedoit thisway. . . ?

A Mediator who Felps resolve differences, disagreaments and conflicts. This
person may say, AWe ayree to follow the established roles of ...° and How can
we make this work?

A Timekeeper who helps monitor the grougs progress ensuring that the board
continues moving forward, and kegos the group ontradk. Possble cmomment: aVe
need to move on to the next agenda item.®

A Nurturer who suppats and encourages ead baard member as well as the
board asawhadle. He lets people know how he feds saying, 2Y ou have such grea
ideas!® and4_et's kegp working onit —I know we can doit.°

A Coach who helps others develop leadership skills. Possble comment: awill
you open the discusson? or 8Here's an ideathat worked for me.°
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A Networker who conreds people with ore another and people with ideas to
keep the projed moving forward. "’Why dorit we cdl the heal of ,
sheisagred resourcefor .

A Dreamer who \sualizes diredions and pcshiliti es. This person may say, 4
read agrea article—I wonder if we @wuld dosomething like that.°

An Initiator who gets things moving. @Gred! Thisisagood oppeotunity for us
to start 1o

Which role shall | take TODAY ?

The best board member is one who sees which role needs to be fill ed at a cetain time and steps
upto play the part.

Working asa Team

Perhaps the most important adivity in which we a& board members engage is effedive
leadership. But effedive leadership often requires a paradigm shift. Lealership is not abou
scaing people so they will dowhat we want. Rather, true leadership focuses on:

§ Traning individuals so that they can apply their particular talents and energies toward
meding goalsin an effedive manner, and

§ Respeding the passons and motivations of others in meding goas, channeling their
passons and enthusiasm into productive adivities.

Our invalvement as members of a team (whether a board, committeg task force, or work group)
requires us to follow these principles. Accept that others will differ in their views, their
opinions, and their abiliti es. Thisisokay. Encourage othersto use their unique talents and all ow
them to exercise their strengths in serviceto the groupand its misson.

None of us doud be draid to confront members who are showing disresped to the views,
abiliti es, and achievements of other members. We may be more succesful, however, when we
do it tadfully. We can eahh promote teanwork positively in the group, while privately
addressng any negative cncerns or problems in leadership style of other members.

Our goal is to have the board running at maximum efficiency, as a team, in order to serve the
organization and the larger community in the best posgble manner.
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It Wasthe Best of Boards; It Wasthe Worst of Boards. . .

Early on in the development of this manual, members of the NAMI Texas Projed Advisory

Committeediscussed some of the best and worst boards on which they had served.

The results? People generally liked serving on bards better when the process was well
organized; when the group was motivated; when ead person was given the dhanceto spe& and
to be head; and when there was trust, passon, and teanwork between al board members.

Below isa dhart indicating a compilation d comments blended together showing a profile.

BEST BOARD MEMBER WORST BOARD MEMBER
Listens Does nat participate
Works dili gently Complains
Expresses himself or herself Doesnat listen
clealy and confidently Is frequently absent
BEST BOARD WORST BOARD
Includes: Includes:

: Passon : Lad of organization
Commitment Infighting
Trust Power struggles
Timeto drean asatean Undireded dscussons
Equality and mutual self-resped Dominated by afew
Self-confidence

BEST BOARD CHAIR W ORST BOARD CHAIR
Paces ' M akes members fed tokenized
Has an agenda and foll ows it Obviously loves power and control
Stays on schedule Disorganized
Listens Ignorant about important isaues,
Demonstrates effedive leadership knowsit, and daes not care
ability
Serves as amentor and coach
As board members, ou charge shoud be dea:

Fit the description d the BEST BOARD MEMBER, and
work to guide the board in the diredion d the BEST BOARD.
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S0, OnceAgain, What Makes a Good Board Member?

A good ba@rd member is nat necessarily the one who comes up with al theidess, or bringsin the
most money during a fundraising push. The best board member may be the person encouraging
others to spe&k up and have their idess head, a the one who listens to everyone dse and
prevents arguments when there ae diff erences of opinion.
A gred board member is one who:

- iswilli ng to take diredion

- kegxs an open mind

. worksin the best interests of the organization and its members
The best board member may be the one who makes srving on a board, and saaificing predous

freetime in the process, a worthwhile experience for others. The best board members are the
oneswho help to crede the best boards.
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3. Mission Control: From Passion to a Product

Contents

Focus on the Misson
Major Obstadesto Misson Control
Strategies for Succesgul Board Influence On the Misson

Focus On the Mission

It is up to the board to formulate or further the organization's misson. Ead member needs to
understand haw the organization works and make sure they know the aswers to the foll owing
questions:

§ What Is the Organization’s Purpose?
Isolate the organization's primary misson. Clealy identify the processes
used by the organizationto pursue its misson.

§ What Does the Organization Produce?
Identify the products or services provided by the organization. Do you know
exadly how the organization produces sich products or provides such
services? What role does the board play in developing or reviewing the
products or services?

§ What Is the Money Path?
From what sources does the organization oliain fundng? How much from
eat source? Obtain a basic understanding, as on as possble, of how the
total organization budjet is ent both by caegory (rent, salaries, products,
etc.) and by program. Understand the spedal aceurting procedures required
to tradk grant fundng and expenditures.

The board exists to proted the organization, keep the organization ontradk in pusuit of the
misgon, and to ensure that resources (time aad money) are spent effedively in the pursuit of the
misson. The board proteds existing programs and considers changes to the resource dl ocaions.
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Major Obstaclesto Misson Control

Serious obstacles to efficiently promoting the organization's misson can include:

Board membersand spedal issues—

8

Individud agendas—members of the board who are working to promote an
interest they have which is dared neither by the board na by the
organization.

Those who talk but do nd listen—becaise cmmunicdion is not just
spe&ing, it isalso (mostly) li stening.

Those who do no listen, bu proceal to vote—ignorance ca be agreder
li abilit y to a organization's board than ladk of involvement.

Those with intense but untempered passon for the misson, who will not
acknowledge reality—such as these fads. Resources have limits, the
organization's production d goods or services must be prioriti zed, and limited
resources must be prudently and sometimes painfull y all ocated.

Conflicting personalities between

board members
board members and the Exeautive Diredor
the Exeautive Diredor and staff

Poor agendas (Seepage 29)

Theineffedive board chair (Seepage 33)

No staff buy-in

Lack of misson control—

8

The board chair loses track of what the board is doing, whether padlicing the
organization a contributing to pdicies and ohedives

The board does nat fully debate or analyze dedsions

The misson is too kg, too umedistic, too unafined, a not broken into
incremental and achievable steps

Themisgonis, redisticdly, unachievable
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Strategiesfor Succesdul Board Influenceon the Misson

In seeking to fulfill its duties, while monitoring legaliti es and spedfic management isues, the
board must continually focus carefully on the organization's missons by:

D

)

3

I dentifying Products and Services of the Organization.

8

Identify products and services of the organization and consider how the
organization's padlicy aff eds thase products and services.

How are members of the community being served by the organization's products and
services, and hav could the membership be better served?

I dentifying How the Organization Offersor Influences Products and Services.

8

To influence the organization's products and services, board members must usually
first influencetheir co-board members.

Through the procedural system adopted by the bylaws (such as Robert's Rules of
Order, see page 21), the board will develop and shape pdlicy that will i nfluence the
organization's products and services

I dentifying (and Shelving) Outside-of-Influenceltems.

8

There ae staggering problems in ou world. No single organization can tackle dl or
even many of the problems.

In order to be dfedive, the myriad problems that are outside the organization's scope
of effedive influence must to a grea extent be kept outside the board medings. To
acomplish this, when new information a products are presented to the board, ask
these questions first:

Isthis an isauethat fall s gyuarely within the organization's misson?

Is this an isaue that this board o this organization can truly address rather
than just discuss?

What resources will be used to addressthe isaue, and what current programs
will be deferred or displaced in order to addressthe isaue?

Good bards must be vigilant and relentlessin puting issues outside the board's sope on the
shelf for refledion versus adion. In the qush o constant work and limited time, it is very
difficult to ke focused onthe end game, but it is criticd to doso.
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4. Board of Directors Defined

Contents

The Board Paradox

What |saBoard of Diredors?

Relationship to the Organization

Relationship to Each Other

Finding the Right Mix for Board Members

The Pay-Off for Working Together

The Board's Relationship to the Community

The Board Member's Conredion to Changing Part of the World
The Board Member Code of Ethics

The Board Paradox

The board is amember of the organizationtean,
locking arms and providing suppart for the organization
asit triesto succeda in today's demanding world.

BUT, at the sametime,
the board must stand ouside the organization
to hdd it accourtable to the pubdic/member interests.

Richard T. Ingram, in a bodlet puldi shed by the Nationa Center for Nonprofit boards.

What Is a Board of Directors?

A board o diredors is a group d people who may either be gpanted o eleded and who,
together, provide guidance and owersight to an entity such as a crporation a alarger group.

While eab bcard member will have his or her own persondlity, idess, biases, passons, and
experiences, the board is colledive in its nature, working together to dred and advise an
organization a agency. A board's general functionsinclude:

Hiring and firing the Exeautive Diredor,

Adopting and dreding padlicies,
Making dedsions abou the manner in which the organization operates,
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Monitoring the organization's performance, and
Promoting the stated puposes, goals, and ohedives of the organization.

An individua board member has no control over the work of the organization except when the
board isin sesson a when performing tasks direded by the board.

Relationship to the Organization

The board's relationship to the organization is one of both control and assstance The board
may be onsistently adive or may med briefly and infrequently, bu the board is aways
resporsible for making palicies and ensuring that the organization caries out its agreed-upon
padlicies.

Board Members Relationshipsto Each Other

Individual board members must accept the obligation to work as a group. Dedsions are made by
at least amajority of the board.

There ae times when baard members may have serious disagreanents over what padlicies sioud
be implemented, a what would be in the best interests of the organization and the community.

Things can get personal: a member may have avery persona reason for serving on the board,
and wanting to help the organization serve the community. Controlled and effedive debate is
important so that, at the end d the debate or the day, a mgority of the board makes dedsions,
and ead member honasthe board's adions.

Finding the Right Mix for Board Members

To be dfedive in rendering nealed services, to be resporsive to the ommunity it serves, and to
receve suppat from that community, the board shoud include adiversity of talent, experience
skill s, interests, and socio-eanamic badkgrounds. The board shoud be cmmposed o individuals
who are;

Vitaly interested in the work of the organization, whether becaise of persondl
reasons or as interested citi zens,

Adequate in number to cary out its resporsibilities in dreding the dfairs of the
organizationb the right number of members with terms long enough to ensure
continuity of effort,

Representative dl of the aeas of concern the organization serves, and

Fiscdly resporsible for the organization and acountable to the cmommunity.
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The Pay-Off for Working Together

The whde board, through its diversity, acammplishes more than a single person could
acomplish while working alone. Further, board members together will usually make better
dedsions, implement better pdlicies, and make alarger positive impad.

Effedive boards can indead succeea in changing the worldb one missonat atime.

The Board's Relationship to the Community

Eadh member of the board shares the very red obligation d acountability. A board member is
legally and fiscdly resporsible for the cndwct of the dfairs of the organization. The board is
resporsible and acemurtable to the community or members which have astake in its programs.

The Board Member's Connedion to Changing Part of the World

Serving on a board provides a unique oppatunity to serve our larger community. It isaway to
take our passons, talents, and abiliti es and adively put them to work for a cause in which we
believe. It isaway to bring out the best in asmall group d people who are working to promote
the best for a larger group d peopleb their community. A board is a dance to make a
difference, an oppatunity to change the world.

The Board Member Code of Ethics

aAs amember of the board of diredors, | will:

Represent the interests of all people served by this organization and nd favor
speaal interestsinside or outside the organization.

Not use the organization for my own personal financial gain na for the
personal financial gain of my friends, relatives, or suppaters.

Keep confidential information confidential.
Resped and suppat dedsions of the board.

Approach all board issues with an open mind, prepared to make the best
dedsionsfor everyone invaved.
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Signed by

Do nahing to violate the trust of those who eleded o appanted meto the
board, o to violate the trust of those we serve.

Focus my efforts onthe misson d this organization.

Never exercise aithority as a board member except when ading in a meding
with the board or as| am so dreded by the board.

Consider myself a"trusteé’ of this organization and domy best to ensure that
it isfinancially seaure, growing, and meding its goals and stated puposes.’

Date
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5. Boards, Committees, Task Forces, Work Groups

Contents

What Type of Group?

What Type of Organization?

For Example, Here'saBasic Thumbnail Sketch of a Nonprofit Corporation
What a Nonprofit Corporation Is Not

Why Do Nonprofit Corporations Need Boards?

What Type of Group?

Boards, committees, task forces, and work groups share many common charaderistics. They are
generaly formed to develop a pursue strategies, or to develop a pursue solutions to problems.
A work group formed by members of a large organization a agency may be more forma and
more intense than the board of asmall organization.

No matter what the name or the setting, these groups are comprised of individuals working

together for a spedfic purpose. The same rulesb such as having an agenda, foll owing Robert's
Rules of Order, and the neal to keep atight focus on the missonb apply to all such groups.

What Type of Organization?

Nonprofit organizations, for-profit organizations, agencies, and aher types of entities al need
governing boards, committees, task forces, and work groups to contribute to their pursuit of
missons.

The type of group and the type of organization may vary, bu the general operationa rulesin this
manual are dmost equally applicable to eat of them.

For Example, Here's a Basic Thumbnail Sketch of a Nonprofit Corporation

Nonprofit organizations are @rporations formed in a spedfic state under that spedfic state's
laws. Most, bu not al, nonpofit corporations will proceel to oltain a federal tax exemption
under Sedion 501c)(3) of the Internal Revenue Code, so that the @rporation daes not pay
certain taxes, and so that contributors recave atax deduction for the funds that they give to the
organization.
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Seethe discusson d corporate documents beginning on page 77. Seealso pulicaions provided
by the l.R.S. at http://www.irs.gov/chariti es/index.html.

Nonprofit corporations are required to have anongofit purpose by state law. Tax-exempt
organizations are required to have dharitable purposes.

Nonprofit, tax-exempt, and charitable organizations are simil ar to for-profit corporations in many
ways. The key differenceis that for-profit corporations are acourntable to their sharehdders and
investors, and must ad in their best interests. Sharehadders are the owners of the @rporation.

Organizations, meaawhile, are acountable to the State under whose laws it is incorporated, the
[.R.S., and the members or community it serves. Some organizations grive to be acourtable to
al people who would be interested in the work or services of the organization, and society at
large. Thisisaserious degreeof acountability.

For lega information on aganizations, seethe interesting and wseful materias provided by the
Center for Community-Based and Nonprofit Organizations at Austin Community College
(ACCQ), at http://www?2.austincc.edw/npdpulications.html.

Two pubicaions onthe ACC site that cover legal information are:

A Guide to the State of Texas's Legal Guidelines for Governing and
Managng Organzations by Jan Soifer.

The Nongrofit Legal Todlkit developed by Community Buil ding with Attorney
Resources (Texas C-BAR), and

What a Nonprofit Corporation Is Not

Nonprofit Corporations Are Not: Non-Financial.

A nongofit corporation is a business much like for-profit corporations. It has assts and
li abiliti es, income and expenses.

Nonprofit Corporations Are Not: Reguired to Be Unprofitable.

[.R.S. guidelines clealy state that nonpofit corporation profits canna be distributed to the
organization's members in the way that corporate profits are distributed to shareholders. But
organizations shoud have profits 9 that the organization hes surpluses to even ou cash flows, to
cover emergencies, and to alow the organization to pay for equipment, reseach, staff
development, bulding renovations, and aher necessry investments. See Sedion 11,%The
Budget,® beginning on page 52.

Nonpr ofit Corporations Are Not: Required to Offer Servicesfor Free

Many nonpofits charge fees, such as shods, hospitals, and art organizations.
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Nonpr ofit Corporations Are Not: Prohibited from Lobbying.

While organizations cannd suppat or oppce candidates, they can suppat or oppcse ball ot
measures. Nonprofits can aso encourage legislators to suppat or oppcse various types of
legislationb as long as such lobbying adivities are an dnsubstantial® part of their adivities.

See http://www.independentsedor.org/clpi/index.html, Charity Lobhying in the Public Interest.
For example, organizations can elect to be held to a quantifiable limit of expenditures for
lobbying, under Sedion 501H) of the Internal Revenue Code. SeeBeing aPlayer: Lobhying
Rules for Nonprofits and Rules of the Game, provided by Alliance for Justice a
http://www.afj.org.

Organizations that do nd recave pulic (tax exempt) money have fewer limitations than tax-
exempt organizations.

Why Do Nonprofit Corporations Need Boar ds?

First, most corporations are required by law to have boards or a member structure that functions
like aboard of diredors. The board is legally resporsible for the adions of the wrporation, and
it must seethat the wrporation adheres to the guidelines and puposes articulated by the Bylaws
or Articles of Incorporation.

Priority of Governance

Federal statutes and laws such astax laws in the Internal Revenue Code
State laws and regulations

Articles of incorporation

Bylaws

Resolutions and aganization oferating procedures

arwnE

Further, the board is resporsible for overall management of the organization, much like the
cgptain of aship. The board badksits own dedsions, and suppats the dedsions of the Exeautive
Diredor, bu this is nat simply a rubber stamp process The board shoud closely monitor the
Exeautive Diredor and the organization, espedally when serious concens arise &ou
management of the organization.
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6. Robert'sRulesof Order

Contents

Guiding Principles
Eight Essential Steps of aMotion
Parliamentary Procedure Review

Guiding Principles

Serving on bards and committees gives us the oppatunity to use our persona interests,
passons, and beliefsto help guide an arganizationin its operation.

Among the keys to produwcing effedive work are (1) order, and (2) letting everyone be head.
Using a standard set of rules, such as Robert's Rules of Order, promotes:

" full andfair debate,
" anacwrate and dficial vote, and
" finality with suppat for the board's coll edive dedsions.

The rules do nd credae obstades through technicdities. Rather, they are designed to crede
harmony where the intensity and dcebate could atherwise result in chaos. Further, the rules
ensure that thereis full andfair debate and an dficial vote, thus creding the basis for eadh baard
member to be expeded to support the dedsion d the whale board.

Robert's Rules of Order are very flexible. The board can suspend the rules for brainstorming. If
the meding gets too chaotic, or if a member becomes frustrated, anyone can cdl for the ®rders
of the day® and wse therulesto bring order badk into the meding.

Every board member shoud believe that his or her paositions have been head. By giving every
member a chance both to spe& and to listen, ead baard shodd understand why other board
members suppat or oppce resolutions. The guiding principles of Robert's Rules of Order
include:

D The Neal For Order. All discusson duing medings $oud be based onthe
agenda.

2 Working By Motion. Motions control the flow of information. Thus when
businessis being debated, there must be a motion on the table, i.e., al debate
begins with amotion.
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(©)) Positions Are Clearly Stated. Every person who spe&ks soud begin his or her
comment with 21 suppat this motion because. . ° or 21 oppase this motion
because. . ° unless the spe&ker isrequesting clarificaion onthe motion a clealy
dedares hisor her intent to provide information only (i.e., na taking a position).

4) No One Dominates. Everyone has the oppatunity to talk and to clarify his or her
pasition. No ore gets to daminate the discusson. No ore gets to argue with
ancther board member. The group can coll edively impose time limits. In general,
no member is permitted to spesk more than two times, bah within the time limits
establi shed.

) Debate is Full and Fair. When everyone has had an oppatunity to state his or
her position and everyone has head as much as he or she wants to hea, the board
shoud acdl the questior® and vae.

(6) Maijority Takes the Vote, But the Full Board Honors the Dedsion. The
majority wins the official vote. Whatever the outcome of the vote, al board
members roud suppat the deasion d the full board.

Robert's Rules of Order can keep a board meding from becoming a drcus. Eacd item to be
discussed is on an agenda, prepared in advance All discussons must begin with a motion, and
when an individual enters the discussons, he or she begins by stating his or her position simply.
Everyone has the oppatunity to expresshis or her views, and when it is over the board vates,
with the mgjority of the board determining the final dedsion. These steps, modified dlightly,
could be moretail ored to eat baard.

One Example:

One board used a set of red and green cards during the
medings. Eadch member placed either ared card or agreen cad
in front of himself or herself during a discusson to show his or
her positionb withou having to stateit.

In the cae @ove, members of the board dedaded it would make discusson more dficient and
effedive if board members knew, in general, the pasitions of other board members. It took less
time for persons to restate their paositions, and individuals knew whether they were in the
majority or minority.

No matter what modificaions are made, keep the rules consistent. The group must agreeto any
change in the rules of procedure. The change must be implemented and foll owed consistently.
Frequent changes can lea to the dhaos they are meant to prevent. Tailor Robert's Rules of
Order in the littl e ways that will benefit the board, but once the small changes have been made,
STOP. Kee the system simple, consistent, and eff edive.
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Eight Essntial Steps of a Motion—A Script for Action

#1 A member seeks reaognition from the floorb 3May | have the floor?°
o]

#2 The dhairman reagnizes the memberD &Y ou may have the floor.©
o]

#3 The member makes amotionb 3 move that we consider...°
o]

#4 Ancther member seconds the motionb 3 secondthe motion that we...°
o]

#5 The dchairman states the questionb

aThe question kefore usis whether we will do 0

o]

#6 The members debate the questionb

9 suppat this motion kecause...® andd oppcse this motion kecause...?

o]

#7 The dhairman pus the question to avoteb 2All those in favor? All oppcsed?©
o]

#8 The dhairman annources the results of the voteb

aThe motionis passed/rejeded by amaority of the members.°

This smple script for motions will keg meeings orderly, and force discussons and cedsions to
stick to the predetermined agenda. Motions must be made from items on the agenda. Then the
only subjeds that will be debated and dedaded uponwill be those aanourced in advance of the
medings.
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Parliamentary Procedure Review

Usethisas aquick referencewhen you reed to refresh your parliamentary procedures.

To dothis: Say this: Interrupt Seoond Ismotion Ismotion What vote
spedker? | required? | debatable? | amendable? | isrequired?
Adjourn 4 movethat | No Yes No No Magjority
meding before | we ajourn.®
businessis
completed
Recessthe 4 movethat | No Yes No Yes Magjority
meding we recess
until. . °
Suspend 4 movethat | No Yes No Yes Magjority
further wetableit.°
consideration
of amotion
End debate 4 move the No Yes Yes Yes Two-thirds*
previous
guestion®
Study anissue | @ movewe No Yes Yes Yes Magjority
further refer this
meatter to a
committee®
Introduce 4 move Magjority
business— thaty/°
primary
motion
Amenda 4 movethat | No Yes Yes Yes Magjority
motion thismotion
be anended
by
Objed toa 3Point of Yes No No No No vote,
procedureor a | order.° chair
personal deddes
affront
Takeupa 4 move we No Yes No No Magjority
previously take from the
tabled matter | tablel/?
Consider an 4 move we No Yes No No Two-thirds*
issue out of its | suspendthe
scheduled rulesand
order consider. . °

* WHILE MOST MOTIONSREQUIRE ONLY A MAJORITY VOTE, A 2/3 VOTE ISREQUIRED FOR
THOSE MOTIONSWHERE PEOPLE'SPRIVILEGESARE GOING TO BE REDUCED.
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7. It'sWhat We Say and How We Say It

Contents

It Takes All Kindsb But Everyone Neels to Spe&k

How to Spe&k So Others Will Listen

How to Listen When Y ou Want to Spe&k

How to Say What Y ouMean (and hav to be understood)

It Takes All Kinds—But Everyone Nealsto Speak

Let's sy we have agred board o committee But there ae afew members who do no
contribute paositively. For example, here ae afew member descriptions:

Km sits quietly in every meding. He listens and takes notes on what other people ae saying,

but never raises his own pants. Infad, he never makes a mmment. Someone asks him why he
never says anything and hisresporseisthat heredly just doesn't liketalking in front of agroup.

Ba'sy always ®ans to have something to say. She believes passonately in the caise, bu

often gets off tradk. The board may be discussng a motion invalving a fundraising event, and
she will start off saying @ agree with the motion that we shoud hdd the event at the T ower
Club¥Y? but by the end d her turn, she will have gone off into a diatribe éou how nore of the
state paliti cians seem to care @ou the organization's cause.

Mlke has to have his way. If someone disagrees with him in a meding, he can become

abrasive. In the last meding, another member expressed an ognion that ran contrary to his, so
Mike began telling her how wrong she was. He daimed that she must not know or understand
the fads.

A grea board chair can usualy help ead o these types of board members become dfedive
contributors to the group. But it can be dhallenging. People with redly good ideas (like Ken)
keg quet for fea of being berated by the group. People who have red passon and are
patentially grea as<ts to the board and its organization (like Betsy) do nd keep their focus on
the issues at hand which they can adually do something abou, and end up daining aboard o its
energy. Other people, such as those with strong beliefs (like Mike), tend to steamroll other
members into agreang with them, often ali enating others on the board.

In amost al these situations, Robert's Rules of Order may fadlitate amore fair and complete
exchange of information and opnions.
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Communicaionis essentia for agood bard, and each baard member shoud be well versed in:
How to speg and haw to be understood
How to listen and hav to understand
How to expressviews withou oppressng views of other members
How to say what we mean

Remember that often it is not only what we say but how we say it that makes the differencein
how effedive we ae & board members.

How to Speak So Others Will Listen

In many situations, shouting can be the best way to get ignored. People tend to shut down when
someone is yelling at them. Shouing generaly invaves douing over someone dse which
means that listeners are torn between two dfferent discussons, and may not be ale to hea
either of the discusgons.

To sped so that others will li sten, foll ow these basic guidelines:

No matter how passonately we fed about atopic, remain calm. Enthusiasm isagood
thing, and shoud be ercouraged, bu constant frustration, annoyance and anger will
detrad from what we aetrying to say.

Know what we are going to say beforehand, and make sure that it makes ense. If
we ae giving a persuasive pitch for our side of the iswue, it will be helpful to have our
arguments laid ou in advance. This will make our arguments und more reasonable
than if we stand upin front of the board going @8um, uh, er® and al of those other things
people say when they dorit know quite what to say.

Be prepared to react quickly in order to seize critical opportunities to make a point.
While generaly we want to be prepared to make apoint before we have the floor, there
aretimeswhen it is criticd to spe&k upfast, even when we ae unprepared.

Make e/e mntact. Looking everyore in the e/es when we ae spe&king has a
remarkable way of kegping people listening and tuned in to what we ae saying.

Moderate tone of voice We want to sound knevledgeale but not patronizing,
condescending, or arrogant. This comes down to being a respedful speder, since we
want the rest of the board to be respedful li steners.

Always encourage questions. Remember that the only @dumb® questions are the ones
that do nd get asked. If other members know that they can ask for clarificaion a can
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ask us to explain it more fully, they will pay closer attention when we ae talkking. They
have to listen to know what to ask.

Speak confidently. People will know that we believe what we ae saying. They'll want
to listento find ou if they believeit, too.

And finally, we all neal to be goodlisteners when other people havethe floor. At the
very least, they will | ater want to show us the same resped. At most, we will ean that
resped with what we say.

How to Listen When We Want to Speak

| want totak!!

Okay, what about those times when we want to talk but someone dse has the floor? Thereredly
IS no easy way to listen when someone wants to spe&kb ead person must figure out his or her
own trick. Here ae some posshble methodk:

D

)

3

Note-taking. We can jot down what the other personis syingb what ideas he or sheis
trying to get acos® and jot down the ideas that we want to share, provided that they are
relevant to the aurrent spe&er'sidea

Focus on eye mntad. Just as the speeker shoud be trying to maintain eye wntad with
the group,ead o us oud focus on eye cntad with the spesker. Thiswill help us stay
focused onwhat he or sheis saying as well.

Try to come up with agood question. Even if we do nd adually ask it, forcing ourselves
to come up with agood question for the speakerb based onwhat he or she has saidb will
help us day on tradk, listening to him or her rather than trying to spes&k ourselves or
thinking of what we would say.

How to Say What We Mean (and how to be understood)

Communication can sometimes get very tangled when people ather dorit want to say what they
mean, can't figure out how to say something, or get their ideas embedded in jargon. Here ae
sometipswe can useto help athers understand what we ae saying.

Say what we mean: Criticism is not evil, provided that it is given in a @nstructive
manner.

If you are aiticd of a cmwmment or position d ancther person, consider the positive

aspeds before describing the negative apeds. Try never to be mndescending; carefully
examine the person's pasition and pant out the pasitive dong with the negative.
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Again, say what we mean: do nd hesitate to praise, encourage, or congratulate other
board members. When we seesomeone doing agoodjob, we can et him or her know.

Avoid the scary aaonym monster. Consider keeping a dhart of frequently used aconyms
in the board room during medings. We will then have people listening to ou ideas and
understanding what we ae saying rather than sitting there wondering 3hat was RRO
again?

(Meanwhile, the board may want to tweak Robert’s Rules of Order and include the
phrase “ Acronym definition dease!” asa pant of order).

And, finaly, observe communicdion lesics. In ader to be understood, tse simple
words, avoid cach phrases, and spe& loudy, clealy, and nd too fast. If people can
follow and hea what we ae saying, we ae much more likely to get them to understand
the points we ae trying to make.
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8. Productive M edings

Contents

The Agenda: Have One. And Follow It!

The Board Padket: Unreadable and Overwhelming?

The Four Steps to Getting Work Donein aMeding

Soli citing Input

Surviving the IBC (Ineffective Board Chair)

Is@Businessas Usual® the Right Standard?

Does the Exeautive Diredor Consistently Provide Accurate Information?
Ten Quick Ways to Improve Board Medings

Leda, Follow, or GET OUT OF THE WAY

The Simple Answer May Be: A Parliamentarian

The Agenda: Have One. And Follow It!

The most important tod for effedive medings is the agenda. The agenda shoud be prepared
and dstributed before the meding so that all board members will know the topics to be
discussed, when topics will be discussd, and the general purpose of the meding. A good
timeline for creaing and dstributing the ayendais the Fradion Rule:®

Halfway between the last meding and the next meding is the deadli ne for submissonsto
the agenda. If members want something discussed in the next meding, they shoud have
it written upin aform that tells what the isaue is, what is involved, and what dedsions
need to be made in the meding. The hafway rule prevents last-minute scrambling to
make alditionsto the agenda.

Two-thirds of the way between the last meding and the next meding is the dealline for
getting the agenda distributed to baard members. Whether it is mail ed, faxed, emailed, o
sent by passenger pigeon, this timeframe shoud give members an adequate oppatunity
to familiarize themselves with the issues to be addressed, reseach ogions and pdaitions,
and determine how they think the issue shoud be resolvedb al before the meding
begins.

Sending members an agenda in advance saves time in dedsion-making. Eadch member can
prepare comments and suppating materials, and can consider all sides of an issue, before the
meding. The result can be that eadn member presents a dearer and more cncise statement of
his or her position onisaies. Discussons are likely to be more organized because board
members have prepared their opinions and arguments in advance
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A sample board meding agenda follows. Time estimates can be included if helpful, bu are not
necessary unlessthe group hes alimited meding time.

Sample Board Meding Agenda

1. Call to Order

Chairman: Call the medingto arder at exadly the time pubished
Distribute: Copies of the agenda, minutes, and financial statements

2. Roll Call

Take atendance Note unexcused absences and late arivals
Reaognize spedal guests and vsitors

3. Minutes
Approve minutes of last meding
4, Reports
Financial report
The financial report should NOT include long discussions about where to get money,
surplus funds, etc. This should be handled under “New Business.”
Committeereports
Exeautive Diredor's report
5. Unfinished Business
Consider items previously discussed that have been placed on the ajenda for
further adion

Do not allow this to be a catch-all for any item the board has talked about before.

6. New Business

Consider new business that has been itemized onthe agenda
Some new businessmay be tabled or sent to committee

7. Announcements
Make aanourcements
Exchange genera information

Note time and date of next meding

8. Adjourn

Page 30



The Board Packet: Unreadable and Overwhelming?

Before medings, board members will often get a thick padcket of information. There may be
newspaper articles, legisation comments, oulines, agency reports, and a variety of other
materials. The board member may be left scratching his or her head and asking: aWhy isthisin
the padket?

Consider requesting or requiring that staff organize materialsin away that is quickly meaningful
to baard members. Board members will be lesslikely to defer looking at the padket or to stop
their review in the midde.

Consider using a @ver shed for ead item included. Colored cover sheds are even better so the
chair can say: Af you will take the legislative report B the one with the yellow coverb from the
board padet that was ®nt to you. . .2

Ead cover shed could be set out in a standard format with the following questions and their
respedive answers:

(1) What IsThis?

(2) Why Islt Important?

(3) Why IsThisIncluded In the Packet?

Remember: Color-coding these @vers will save board members even more time during
medings, and thus can help us make our limited time in the medings even more dfedive. Do
not accet the excuse that color-coding will take too long for a staff person. Use a opy shopif
necessry. The modest investment of staff time is likely to save agred ded of board member
time and energy, and bard members will then be ale to use their limited energy for tasks more
important than searching through a large pile of unidentified materialsb or waiting while other
board members condict a naisy and lengthy seach.
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The Four Essential Stepsto Getting Work Doneln a Meding

It seems far too simple—a formula for productivity. But here it is: the flow of business is (1) a
motion, (2) discussion or debate, (3) the vote, and (4) the duty of the board to honor the board’s
decision.

The Simple Meding Productivity Formula. . .

MOTION Discuss VOTE HONOR
and a L L ] L the
second decision*

*Honaor the dedsion, bu it isnot carved in stone.
You can movefor reamnsideration later.

Each item discussed in each meeting comes straight from the agenda that was distributed to
members before the meeting (and which is also available at the beginning of the meeting for all
members who did not bring the copy that he or she received before the meeting).

Business is brought before the group by a motion. If there is a second to the motion, the chair
then opens the motion for discussion.

In the discussion, it is critical that each member make his or her position known, understand the
position of the other members, and understand why the other members of the board believe as
they do. When discussion is closed, after every member has been heard, a vote is taken and a
decision is made. The board then implements the decision, and all members honor it.

Soliciting I nput

One of the worst discussion scenarios occurs when one person is allowed by the chair of the
meeting to dominate the discussion. The advantages of working as a group disappear and
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everyone's timeis wasted. In these situations, the board is not working as effedively as it could
be.

Eadh member shoud fed the obligation to provide his or her inpub either in suppat of a
motion a in oppaitionD but it is our obligation to solicit inpu from fellow members of the
board when it is not forthcoming. As a member of the tean, we ae antitled to have full
participation from our fellow teammates, and inpu of opinion is the most basic level of
participation.

There is a right way and a wrong way to go abou soliciting input. The right way is to simply
ask, @Sarah, doyou suppat this point?

Trying to shame the other member into spe&ing is the wrong approach. aVhy dont you care
abou this? is not the question to ask. Be tadful and do nd be patronizing, bu stealily
encourage quiet members to expresstheir views. Thiswill be suppative to members who may
simply be shy and hesitant to speak up in a group setting, and it may encourage members who
are simply distraded to pay closer attention to the topic that the board is discussng.

Surviving the I BC (ineffediveboard chair)

We dl know the type: the person who loves to spe&k, even though what he or she hasto say is
nat of interest to all the individuals in the group, the person who can be patronizing because,
well, he or she is the board chair and youre nat. This person is the one who always minimizes
others ideas or accompli shments and gets caught up in his or her own power. Or perhapsthisis
the person who can express nothing but apathy. This person is the one who may be the most
disorganized member of the board bu would rather proceeal in chaos than accet help from
ancther memberb or resign.

In ather words, thisisthe INEFFECTIVE BOARD CHAIR.

The good rews is that in most cases board members can compensate for the IBC. By helping to
keep medings on tradk, requiring that the group adhere to Robert's Rules of Order (which welll

discussin the next sedion), and promoting communication and leadership skill sin ather board
members, we can, in large part, combat the IBC.

If the IBC is truly lousy, it might be gopropriate to dscusshis or her leadership approach with
him or herb outside of the board meding and with gentle discretion, d course.

For example, we can dffer help to get the IBC organized; talk to the IBC abou how one of the
other board members always has wonderful ideas and hav we believe the dhair shoud hea him
or her out more; or even gently suggest that cetain behavior (such as blatant disresped of
ancther member) is out of line.

The key is to state things positivelyb that another person hes goodideas, that we wuld help, that

there ae things that can be dore. Saying & dorit like that® will li kely not be dfedive. We will
probably have grea successwhen we offer solutionsinstead of harshly identifying problems.
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The bad news is that sometimes the IBC is just hopeless; a dictator, a tyrant, a fiend.

Here, no matter what we try, meetings can remain miserable and unproductive. In that case, it is
okay for us to vote with our feet. We have every right to leave unproductive boards when we
believe there are key impediments to productivity that we cannot fix.

Resigning from a board is an extreme solution, but we can think of it this way:

‘I am giving myself the opportunity to serve somewhere else —
where I will be happier, more productive, and more effective.”

Leaving makes a strong statement. In some cases, a board member’s departure may help the IBC
to straighten up, which will in turn benefit the rest of the board members and the organization.

Is “Businessas Usual” the Right Standard?

Running productive meetings and successfully furthering missions can be difficult, make no
mistake about it. Sometimes the administrative tasks and other agenda items are so plentiful that
accomplishing administrative tasks and getting updates is all that gets done.

What happens is that all one’s time is spent on building, refining, and maintaining the Widget -
Making Machine and there is no time or money left to make Widgets. It is a constant challenge
to cover not only the basic administrative tasks for the organization but also to work diligently to
further the missions of the organization.

There are many ways that organizations can lose sight of their missions. It is imperative that the
pattern of ‘toutine work + little mission pursuit” not become ‘business as usual” for the
organization. That does not mean that board members should ignore routine matters; quite the
contrary.

Systems and routine work—along with personal relationships and interactions—should be
handled efficiently in order to leverage, rather than impede, the organization’s pursuit of its

purposes and missions.

Check the agenda and meeting minutes. How much time is devoted to maintaining the structure
and how much time is devoted to effective pursuit of the missions and purposes?

Does the Exeautive Director Consistently Provide Accurate | nformation?

Before answering that question, reflect on what is being asked of the Executive Director. The
ideal Executive Director does not do too much (displacing the board) or too little. The E.D. does
not usurp the authority of the board, but is responsible for all operations and projects of the
organization. The E.D. is creative and enhances the organization’s reputation by being a
spokesperson who thinks on his or her feet—but speaks for the board. The E.D. may receive
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corflicting or corflicted dredions from the board, bu is dill charged with na displaang board
diredives.

The E.D. may begin to fed like aping pong ball. Thusthe E.D. may begin to guide information
that is provided to the board to prevent long debates that the E.D. believes will end in coriflict.
What then, is the line between guiding information and manipulating information?

What if the E.D. does not walk this fine line in a way that furthers the interests of the
organization? Staff feds that they are behind a blockade and that the E.D. impedes their ability
to dotheir jobs. The board may believe that the E.D. is doing an excdlent job, kecaise the
information they recave is caefully seleded.

In fad, there is a risk that the E.D. will present seleded information in order to increase the
chances of the board reading a spedfic conclusion and vaing to ad in aspedfic manner. When
this happens, the board dces indead become the E.D.'s pupt, effedively rubber -stamping the
E.D.'schoicesb withou knowing it!

In order for the organization to be succes<ul, every key pasitionb board, baard chair, Exeautive
Diredor, and staffb is criticd. Every position shoud be caefully monitored to ensure that
acarate information is being distributed bah up the chain and davn the chainb with no bre&ks
inthe dhain. Thisisnat dways easy to do.

Ten Quick Waysto Improve Board Medings

Fromthe Januay 21, 2002iswue of Board Café located at http://www.boa dcafe.org, by Jan
Masaoka, reprinted with permisson:

aVhen we think abou the boards we're on, we usualy think abou the board medings —which
say a lot abou the importance of having good medings. Make aNew Yea's resolution to
implement one of the foll owing ideas ead month:

1. Name tags for everyone, every meding. It's embarrassng to have seen people &
several medings and wondered what their names are's and later it's REALLY
hard to admit you dort know their names.

2. Post an aaonym chart. Make aposter of frequently used externa and internal
aaonyms (such as CDBG for Community Development Block Grants or DV for
domestic violence) and pcst it onthe wall of every meding. (If you dstribute the
list on paper it is Lonlost.)

3. Write an 2anticipated adior® for ead agenda item. Example.  @Finance
Committee report, brief questions and answers: no adion reeded® a/oluntee
reaquitment and phlosophy: Anticipated Action: form committee of 3-4 baard
members.° Public Policy Committee Anticipated Action: approve
organizational statement to city courcil on zone danges.®
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4, Make sure that ead person says at least one thing at every board meding. Thisis
the dhair's resporsibility, but everyone shoud help! 2Cedlia, you haven't spoken
onthisisaie. What doyouthink abou it Matt, at the last meding you made a
good poant abou finances. Are there financial isaues here that we aen't thinking
abou?®

5. No ore-way communicaion from staff. If you have a regular Exeautive
Diredor's Report on the agenda, or if a staff program diredor is giving you a
briefing, be sure that such presentations need a resporse from the board. If nat,
put them in writing in the board padket and just ask if there ae ay questions.

6. Don't include cmmitteereports on the agenda just to make the mmmittees feel
worthwhile. If a ommittee has dore work but doesn't need it discussed, pu the
committee report in the board padket. (In the meding be sure to reagnize the
committeés good work and refer people to the written report.) Only include
committee reports on the agenda in the context of the main discusson. For
example, if there is a discusson danned onattrading and retaining staff, reports
from the Finance Committee and the Personnel Committeemay be gpropriate.

7. Note to the board president and the Exeautive Diredor: what are the two most
important matters fadng the organization-econamic downturn, changes in
government fundng, deaessed preschod enrollment due to higher
unemployment, a competitor organization, cemographic dhanges in the cunty?
Is one of these matters on every board agenda?

8. Encourage flumb® questions, respedful dissent, and authentic disagreements.
Find a dhance to be encouraging, at every meding: 2Sylvia, I'm glad you asked
that ‘dumb’ question. | didn't know the answer either.® PDuane, | appredate the
fad that you dsagreed with me in that last discusson. Even though you ddn't
convinceme, your comment helped make the discusson much more valuable.’

9. Make sure the room is comfortablel Not too hd or cold or crowded. Offer
beverages and something light to ea such as cookies or fruit.

10.  Adjourn ontime, or agreeto stay later. Twenty minutes before the scheduled end
of the meding, the dhair shoud ask whether the group wants to stay later: 3f we
continue this very interesting discusson, we will have to stay fifteen extra
minutes to hea the recommendation on the Exeautive Diredor's slary. Can
everyone stay that long, or shoud we end this discusson and move to that one
immediatel y?®

BONUS: Once every yea or two, survey the board abou medings. Pass out a
questionraire for anonymous return to the board vice president or seaetary, asking, ahat do
you like best abou board medings? Least?™ %Are you satisfied with the items that are usually
on the ggenda® How could the board president do more to encourage discusson at the
medings?™ dsthelocaion a time of day difficult for you?
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Lead, Follow, or Just GET OUT OF THE WAY !

Cheaers may never prosper, bu whiners are downright courterproductive.

If we do nd like the diredion a board is going, we can always put what we think needs to be
addresd on the gyenda and get the matter before the board. We can join dscussons and
debates, give our opinions and air our views.

What is rarely successul iswhining later abou dedsions that the board makes when ore has nat
provided inpu. We want to encourage others to develop and wse their skills and talents. We
want to knov what other people want from us. We haveto be PROACTIVE.

If, for one reason a anather, we find ouselves in situations where we can na figure out how to
be proadive, then it istime to carefully examine why we ae onthat board or committee

A magjor part of being a board member is knowing when to take astand and lead, when to agree
and follow someone who is aready making that stand, a when to simply get out of the way
becaise we ae nat contributing any positi ve impetus to the group ona speafic matter.

It can help to remember why we areal to serve on the board in the first place and to
consistently to revisit that reason. We shoud continualy re-evaluate the reason, modifying it as
our situation changes. If, finally, thereis nolonger agoodreason for us to serve onthe board, o
there is a reason we fed we canna continue to pasitively contribute, then we can leare. This
gives our placeto someone dseb someone who will perhaps make a difference who can,
passbly, change the world from that particular post.

Serving on a board o committee requires a time commitment on the part of the individual
members. By running efficient and productive medings, the members time can be used
valuably, with littl e waste. The keys to running a productive meding are (1) having an agenda,
(2) sticking to the ayenda, (3) soliciting inpu from everyone, and then (4) making dedsionsin an
orderly manner.

The Simple Answer May Be: A Parliamentarian

Before taking extreme measures sich as leaving aboard or criticizing individualsin their roles,
consider requesting that the board hire aParliamentarian to fadlit ate meeings using Robert's
Rules of Order. Many problems can be fixed — and medings could quickly become more
productive — by having a parliamentarian.
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9. Debatel

Pebate,’ redefined in the language of R obert's Rules of Order, means:

aantrdled exchanged goinions fdlowved by afair vate

Debate may be the most important adivity that takes place during board medings. During
debate, the passons, interests, knowledge, experience, beliefs, and persuasions of board
members combine to strengthen the board's dedsion-making process To adively and
effedively add to the board's debate, we need to redi ze the foll owing:

To get the most out of the debate, everyone must participate.

Participation in debate does nat necessarily mean that one person must spe& or try to
dominate the group. Participation means adively listening to what other board
members are saying.

Debate needsto proceal in an orderly fashion in order to be dfedive.

The event to be avoided at al costs? A shouing match. Eadh member shoud be
given their own turn to spe&, and, when athers are spe&ing, al members $oud
listen and refrain from interrupting.

When shouing begins, effedive work ends.

Resped and courtesy must be shown for all board members, their ideas, and
their opinions.

Perhaps the fastest way to lose resped for ourselves is to lose resped for other
members of the board. We must never lose sight of the fad that we ae members of a
tean. The Golden Rule®still applies: Do urto athers as you would have them do
unto you.

Debateisnot bickering.
Personal comments, attadks, and aher irrelevant subjeds neal to be kept out of the
debate. The discusson shoud focus on the issue & hand, and while persona

corflicts may arise in the normal course of the discusson, members must simply get
over these nflicts and focus onthe task at handb making adedsion.
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If things get too intense, the group can take a break so that each member can
regroup and debate an resume later.

Intense debate can be very valuable, but at times it can get out of hand. If passions
run high, if discussions become disorderly, if the board is getting tired, by all means
take a break. Five minutes or 24 hours—whatever you feel that your group needs—
take it. Allow board members a chance to calm down and regroup.

What to Do When Part of the Board Wantsto End Debate and Move On?

What happens in a situation when some members of the board want to move on and take a vote,
but other members do not feel the debate should end? Under the rules of procedure, a two-thirds
vote is needed to end the debate and move for a vote.

Ideally, the entire group should be ready to vote before the debate ends, but there may be
members who simply will not let the discussion end until the rest of the board members agree
with their point of view. In such a situation, the two-thirds majority is all that is needed to end
the debate, but be mindful of the feelings of board members who do not want to move on.
Simply explain that there are other matters which must be given attention.

In situations where a minority of the members may not want to move on to a vote because they
do not feel they know enough about the issue, consider suggesting that the board continue
debate. Allow each member enough time to briefly summarize his or her position or concerns, or
defer the vote until a later meeting, and move on to other pressing business.

The goal of debate is that each member becomes better informed about all sides of an issue

before a vote is taken. Members should become exposed to different viewpoints, and debate
should raise considerations that some members may not have realized existed.
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10. Who Does What

Contents

Job Description: The Board Member

Keysto Being an Effedive Board Member
Job Description: The Board

Job Description: The Exeautive Diredor

Job Description: The Exeautive Committee
Job Description: The Board Chair

Job Description: The Nominating Committee
Grading the Board: Questionsto Keep In Focus
Grading Ourselves as Board Members

The Obituary of 2Someone Else®

Re-cap: So Who Does What?

Everybody agreed that Somebody should do it.
Anybody could have done it.
But Nobody did it.
— Source Unknown

With the many complexities that come dong, a board can lose sight of what it is suppased to be
doing. Its members can sometimes lose sight of their roles. Thus one of a board's
resporsibiliti esisto assesshow it is doing and grade its own eff edtiveness

Job Description: The Board Member

1. Operations.

As a member of the board: Ead bcard member assumes resporsihiliti es for the organization,
for staffing of the position d Exeautive Diredor, for oversight of the Exeautive Diredor, and
sometimes for staffing and/or oversight of other key staff or contrad services.

Individually: The board member must refrain from becoming involved in staff conflicts.
2. Palicies.

As a member of the board: Ead baard member works to develop and adopt palicies to
provide the best framework for the organization.
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Individually: The board member suppats the board's dedsions.

3. Financial and Budgets.

As a member of the board: Ead bcard member assumes resporsibiliti es for developing the
financial resources and budet pdlicies of the organization.

Individually: Board members mustb

@ avoid adions that might lead to or be percaved as a potential conflict of interest,

(b) disclose any possble conflictsto the board in atimely fashion,

(c) avoid beocoming inappropriately involved with the organization's gaff or
voluntees,

(d) read and be willing to ask questions in ader to understand the organization©s
financial statements and aherwise to help the board fulfill its fiduciary
resporsibiliti es,

(e know the financia paosition and budjets well enowgh to assessthe impad of board
dedsions onthe financial condtion d the organization,

()] suppat or promote the organization's fundng efforts in line with one©s abiliti es,
and make financia contributions if and when personal resources alow (with the
board being careful not to draw distinctions between those who can andthaose
who cannd afford contributions),

(9) assst the Resource Development Committee ad staff by implementing
fundraising strategies, when appropriate, through personal influence

4. Misson Design and Pur suit.

As a member of theboard: Board members develop a strategic long-range plan.

Individually: Board membersb

@ adively promote the purposes, goals, pdicies, and programs of the organization,

(b) know the misgon, pupaoses, goas, pdicies, programs, services, strengths, and
needs of the organization,

(c) suppat al the deasions of the board,

(d) identify patential leadership and make suggestions to the Nominating Committee
for board members and dficers,

(e servein leadership pasitions or undertake spedal assgnments when asked,

()] prepare for, attend, and participate adively in baard and committee medings,
including appropriate organization adiviti es,

(9 read material in baard maili ngs prior to attending medings, and

(h) maintain confidentiality of the board©s exeautive sessons.
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5. Evaluation.

As a member of the board: Ead baard member will evaluate the organization in light of the

missons, goals, and programs of the organization.

6. Knowledge.

Individually: Eadh baard member shoud know the answers to the foll owing:

(@
(b)
(©

(d)
()
(f)
(9)
(h)
(i)
()

When was this organization founded? By whom? Why?

What are the fundng sources? Federal? State? Locd? Private?
Is this organization a national and/or state organization? How many similar
programs arein the state? In the courtry?

How many programs/services are provided by this organization?
Who daes this organization serve?

How many people ae enployed by this organization?

What are the goals and long range plans of this organization?
How do| interad with the staff and people we serve?

How dowe get the voluntea's?

What are the spedal terms or aaonyms for the market?

Keysto Being an Effedive Board Member

In addition to the job description abowve, an eff edive board member will be ale to:

1)
)
©)
(4)
®)
(6)

(7)

(8)

Identify the purpose of the organization,

Identify the history behind the organization's formation,

Identify the actions needed to accompli sh the organization's purpaose,
Identify and undbrstand the interests of other board or committeemembers,
Reaognize the perspedives of other board ar committeemembers,

Resped the passons and priorities of ead individual that arise out of his or her
circumstances and experiences,

Clealy communicate willi ngnessto provide acommodations to cther board or
committeemembers, and

Determine the boundaries between chair and group members, Exeautive Diredor
and staff, baard members and Exeautive Diredor, baard members and staff, and
board members and the organization's office and its resources.

Seepage 49 for Grading Ourselves as Board Members and page 62 for a Board Member Exam.
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Job Description: TheBoard

The following adivities are anong those on the board's job description.

1.

Determining the or ganization's misson and purpose.

Determine, review, and refine the organization's misson statement and major
gods

Seleding the Exeautive Director .

Suppating the Exeautive Diredor
Evaluating his or her performance
Dismisgng the Exeautive Diredor, if necessary

M aking sure that the or ganization plans effecively.

Planning, review, assesanent and evaluation

Proteding the organization's resources.

Make sure that the organization has adequate resources

Allocae resources effedively

Make and approve budgets and dans consistent with the organization's drategic
plan

Make cetain that the financial resources are managed effedively

Make cetain that the organization's human resources are managed effedively

Determining and monitoring the or ganization's programs and services.

Make sure cetain that all operate within the roles and boundries agreed to by the
board and the staff

Proteding the organization's community reputation.

Work to enhancethe organization's reputation

Manage or coordinate the interfacebetween the organization and the community
a large

Understand the board's legal resporsibiliti es and be dert to the legal implicaions
of board adions

Serve & a ourt of appedsfor locd organization programs and staff

Assssng the board's own perfor mance.

Evaluate the composition and performance of the board
Assessthe strengths and weaknesses of the aurrent board (individuals and bard
asawhade)
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Job Description: The Exeautive Director

1. Operate and manage the or ganization.

e The Exeautive Diredor serves as the primary manager for the entire organization

2. Understand and follow legal hierarchy:; i.e.,

(1) Federd law

(2) State Law

(3) Articles of Incorporation

(4) Bylaws

(5) Resolution and Operational Guidelines

3. Develop and Review the Policy and Procedures M anual.

e Preparelt, Update It, Work with It, and Live by It
e Themanua establi shes the framework for program operations

Information shoud include such items as:

" Misgon Statement

" Goals of the Organization and Its Program

" Bylaws

" Board of Diredor Lists

" Job Descriptions for Board Members, Staff, and Volunteas
" Organization Code of Ethics

" Organization Standards for Locd Programs

" Procedure for Handling Complaints or Grievances

4. Prepare and plan for effedive board medings.

e The Exeautive Diredor often controls whether the medings will be productive or
nat, based on hav informationis distributed and hav the agendais gructured.

Job Description: The Exeautive Committee

The exeautive committee is generally formed o the President, Vice President, Treasurer, and
Seaetary of the organization, working with the Exeautive Diredor. In general, the Exeautive
Committeés job include the steps below, athough al adions come badk to the board.

1. Actfor theboard between medings.

2. Remmmend pdicy paositionsto the board.
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3.  Asame resporsibility to seethat the goals, oljedives, and piorities of the board
are caried ou.

4. Receave reports and recommendations from committee dairs and review for
recommendations to the board.

5.  Annudly review personrel pdlicies, saaries, and kenefit padkages for staff.
6. Annully review the Bylaws and make recommendations for changes to the board.

7. Reauit experts and interested people from outside the board to serve on
committees.

Job Description: The Board Chair

The board chair can enhance or neutralize agrea board. The job d the board chair goes far
beyondrunnng medings. Sometimes individuals will t ake the pasition d board chair when they
do nd have adequate time or knowledge to doit right. That is unfortunate.

What isrequired of the board chair who seeksto 8ot right?” A grea ded! An effedive board
chair iscriticd to having an effedive board.

An effedive board chair will:

Set the ayenda

Start ontime

Run eff edive medings

Provide board members with useful information, clealy described as to
purpose

Appant board members to committees

Ensure that committeework is used eff edively by the board

Perhaps most important of all, the board chair will i nterpret events that will
impad the organization = i.e., the board chair will be proadive, na readive
End medings ontime

Further, the board chair will ensure that the Exeautive Diredor treds the board members and
their time respedfully by organizing the information that goes out to bcard members. Rather
than a thick padket of unlabeled materials, the board chair can often request or require that
materials be sent out well-organized and well -labeled. Seepage 31.

Finally, the board chair is the party most important in the quest to maintain order and make
cetain that everyoneis head. That is because in additionto eat bcard member's obligations to
be agood b@rd member, he or she has the right to exped the following from the rest of the
boardtand espedally from the board chairb
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Q) Prospedive board members have the right to:
Be fully informed abou the misgon, \sion, resporsibilities, time
commitments, and aher important matters before acceting the position o
board member

2 New board members havethe right to:

Receave orientation and ongoing board training as needed to asgst in effedive
board functioning

3 ALL board members havethe right to:
Ask questions and recave asstancein understanding the board's work

Be acommodated as individually appropriate, so that they are head and so
that they understand the board's work

Receave acarate andtimely financial, management, and operational reports

Exped that necessary planning will occur to asaure that their voluntee time
will be respeded and wsed well by staff and baard

Work in adynamic and respedful partnership with adive board members, that
is, to be part of atean

Be given assgnments and oppatunities that are worthwhile and chall enging,
with freedom to use eisting skill sor to develop rew ones

Be &le to dedine an assgnment if he or she feds that the match o skill s and
interests is not appropriate or if they do nd currently have the time to dothe
work

Experience oppatunities for growth in his or her work with the organization

Be trusted with confidential information that will enable him or her to cary
out his or her board resporsibiliti es

Be given access to the evaluation d the organization's programs, boerd
effedivenessand performance that is, to perticipate in that evaluation process

as appropriate
Theboard chair can ensure that each board member recdaves:

Assertiveness training to ensure everyone knows the right way to make
themselves and their ideas heard
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Accommodations for everyone, to ensure that al members in the dedsion
making process are eually stuated and adequately prepared to optimally
contribute to the group

Time to help athers beacome aware of issues they may nat initially see

Financial control and accountability tutoring, for those board members who do
nat have afinancial badkground

Pacing with ather membersb maximizing the energy, resources, priorities, and
interests that others may have, and dreding them toward the board's gedfic
goals

A focus on diversity and respect—the greaest assts of a group are the differing

viewpoints and ideas of its members. Withou diversity, the board dedsions may
beinefficient. Withou resped, aternate viewpoints may never be head,

Job Description: The Nominating Committee

The nominating committeehas, perhaps, the most important job  al. That jobisto reauit and
seled the best individuals to serve onthe board o diredors.

First, the nominating committee shoud follow the bylaws; that means knowing what the bylaws
require of committees, officers, and bard members. Consider gathering the following
information, along with spedfic information relevant to the organization:

Nominating Committeelnterview Form

Candidate©s Name Date Interviewed

Why are you interested in serving onthis board?

Have you served onaboard or as avoluntee before?

If yes, what was most satisfying about that service?
What would you like to be the same here?

What would you like to be different?
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What do you think are the most important duties of a board member?

0 How would you carry out those duties?

How would you help this organization make adifferencein this community?

What would you most like to see ¢hiange & this organization?

Grading the Board: Questionsto Kee In Focus

1.

10.

Are the misgon and ohedives of the organization clea? Are they being pursued? Are
they being met?

Are there written pdicies regarding board member resporsibiliti es and acourtabilit y?

Are the levels of authority between baard and staff and among staff (where gpropriate)
clea?

Does the organization communicae dfedively its purpose and methods to the
individuals and groups that the organization seeks to influence?

Does the board periodicdly reassess the organization's overall performance and its
continued need to exist?

Does the board balance its (and perhaps the organization©s) entrepreneurial zed with
adequate fiduciary resporsibility?

Is the management information that is provided to baard members timely and useful ?

Do the organization©sfinancial statements acarately and completely refled the
organization©s financial status?

Isthere along-term financial plan?

Are the budget and adual expenditure procedures appropriate for the financial cgpaaty of
the organization to condct its affairs?
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11.

12.

13.

14.

15.

Is a budget developed, with management©s assstance or lealership, which reconciles
redisticdly the organization©s financial resources with its programs?

Is there aperiodic board review of the key financial control mecdhanism by the finance or
audit committeeof the board?

Isthere an adequate human resources devel opment program for staff ?

Does the board reauit new members with fresh ideas and perspedives?

Does the board understand and approve of the organization©s overal organizational
structure withou beamming enmeshed in individual dedsions on staffing or

substructure?*

*Who daws the boundaiies—and hav? Who monitors the boundaies—and hav?

Grading Ourselves as Board Members

In order to understand whether ead individual is contributing to or detrading from the board's
effediveness it is helpful to be ruthlessin examining our own contributions. We can use the
following form to assessour eff edivenessas board members.

My persona goalsfor this yea were:

What steps did | take to accomplish my personal goals?

How did my goals enhance my abilit y to serve the board or the programs/services that my
organization provides?

Board Member Self-Evaluation Form

@

(b)

(©
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Using the foll owing scade (1=ineffedive performanceto 5=effedive
performance), hereishow | rate my performance on these key board

resporsibiliti es.
1. | understand my role & a board member.
2. | commit the time necessary to be an effedive board member.
3. | regularly attend:
(2) Board medings
(b) Committeemedings
4. | have recommended new and keneficial ideas to the board.
5. | adively promote the organizationin the community.
6. | kegp informed of relevant isaues, such as:
(@  financia
(b)  programs/services
(c) pdiciesdprocedures
(d) other
7. | adequately prepare for medings.
8. | help with fundraising projeds that benefit the organization.
9. | clealy communicate board needsto ou Exeautive Diredor.
10. | encourage community leadersto become adivein bcard
service
11. | avoid conflict with my peasand/or make every attempt to
resolve cnflicts promptly.
12. | understand that communication with staff shoud be danneled
through the Exeautive Diredor.
13. | make apersonal doretionto the organization annually,

appropriate to my circumstances.
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The Obituary of “Someone Else”

Our church was sddened to lean thisweek of the deah
of one of our most valued members, Someone Else.

Someone©s passang credes avacancy that will be difficult tofill .

Else has been with us for many yeas and for every one of those yeas,
Someone did far more than anormal person©s dare of the work.

Whenever there was ajobto do,a dassto tead,
or ameding to attend, ore name was on everyone©slist,
"Let Someone Elsedoit.”

Whenever |eadership was mentioned,
thiswonderful personwas looked to for inspiration as well as results;
"Someone Else can work with that group’

It was common knowvledge
that Someone Else was among the most liberal giversin ou church.
Whenever there was afinancial nedd,
everyone just assumed Someone Else would make up the difference,

Someone Else was awonderful person; sometimes appeaing superhuman.
Were the truth knowvn, everybody expeded too much of Someone Else.
Now Someone Elseis gone!
We wonder what we ae going to do.
Someone Else left awonderful exampleto follow, bu whois going to follow it?
Whois going to dothe things Someone Else did?
When you are asked to help this yea, remember = we cax©t depend onSomeone Elsergymore.

-Author Unknown

Re-Cap: So Who Does What?

In many organizations, tasks are left undore when staff leaves them to the board and the board
leaves them to staff. It iscriticd to know:

Who hes resporsibility for ead duty, and
Who confirms that duties are completed.
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11. TheBudget

Contents

Bottom Line

Balance Shed

Income Statement

Statement of Sources and Uses
Finance Committee
Fundaising

Acoourtability

Liability

Bottom Line

Financial statements can be overwhelming.

Sometimes, however, the financia statements presented to the board are unnecessarily complex.
While afinance mmmitteeis often important to the review of the organization's finances, the
full boardb and ead bcard memberb neeals to be aleto closely trad the foll owing:

1. The Balance Shed. The baance shed shoud clealy present the airrent value of
ASETS, LIABILITIES, andNET ASETS.

2. The Income Statement. Eadch baard member, whether he or she has a degree in
mathematics or hates basic math shoud be aleto clealy see TOTAL INCOME and
TOTAL EXPENSES for the time period (monthly, guarterly, annually).

3. Statement of Sources and Uses. There ae some dhanges to the balance shed that do
not occur based on the income statement. These would include LOANS, which will
increase bath ASETS and LIABILITIES on the balance shed.

These basics soud be dealy apparent to everyone serving on the board, even if the full
financial statements require a over shed that includes a threebox summary of (1) the balance
shed, (2) income statement, and (3) statement of sources and uses.
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Balance Shed + beginning d the example yer

The balance shed refleds the wrporation's assts, and also whether those assts are
encumbered by debt (the liabili ties side of the balance shed) or owned by the rporation (the
equity side of the balance shed). Hereisasample & the end d the yea in 2001,which isaso
the beginning of the yea 2002,for purposes of our example.

ABQ, Inc.
Balance Shed as of Decanber 31, 2001
Assts Liabilities
Equipment $ 30,000 Loans $ 40,000
Furniture $ 30,000
Total Liabilities $ 40,000
Net Assts (Equity) $ 20,000
Total Assts $60,000 | Total Liabilities+ $60,000
Net Assts

Keysto understanding balance sheds are these general fadors (with exceptions, of course):
Total ASETS are dways equal to Total LIABILITIES+ NET ASETS.
Every ASET isaquired either by PURCHASE (using DEBT or CASH) or by GIFT.

NET ASSETS increase when INCOME flows into the balance shed from the income
statement (i.e., if at the end d the yea, the organization has $10,000more in income than
in expenses, then that $10,000is added to CASH or another ASSET (on the left-hand
side of the balance sheet) andto NET ASSETS (on the right-hand side).

The total values at the bottom of the balance shed increase when NET INCOME from
the income statement flows over to the balance shed.

The total values at the bottom of the balance shed increase when CASH PROCEEDS are
direded to the balance shed from the statement of sources and wses (this is where loans
arerefleded, rather than onthe income statement).

The balance shed is a SNAPSHOT of the asts, liabilities, and NET ASSETS of an
organization at a spedfic nano-semndin time. When a balance shed is dated 1231/01,
for example, it is a snapshot of the balance shed at 11:59 pm. on 1231/01 (in pradice
thiswill usually be 5:00 pm. onthat same date).
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Income Statement

The income statement refleds INCOME and EXPENSES. Here is a sample income statement.

ABQ, Inc.
Income Statement
For the Period from January 1, 2002,
to December 31, 2002

Income

Convention Registrations $ 35,000

Training Classes $ 15,000

Grant* $125,000

Total Income $ 175,000

*A grant is not incomein the
normal sense of @making a profit°
and most grants require spedal
and cetal ed acourting steps.

Expenses

Staff Salaries $120,000

Staff Benefits $ 40,000

Rent $ 18,000

Suppies $ 5,000

Equipment Repair $ 3,000

Total Expenses $186,000
Net Income (Shortfall) ($ 11,000)

Keysto understanding income statements are the foll owing general fadors:

Income = income; i.e, not al cash o property that comes into the organization is
income. Loans and aher changes are refleded onthe statement of sources and wses, na
on the income statement.

A nonpofit schod, for example, may seek to doextensive fundraising, bu will li kely try
to %reak -even® on periodic bases; i.e., they will seek to have tuition at least equal
overhead and salaries.

Nonprofit disability organizations rarely have substantial INCOME since most of their
funds are grants and conations.
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Statement of Sources and Uses (Cash Flow)

Hereis a sample statement of sources and uses, showing where the organization oliained
resources and hawv they were spent:

ABQ, Inc.
Statement of Sources and Uses (Cash Flow)
For the Period from January 1, 2002,
to December 31, 2002
Sources of Cash
Grants or dorations $125,000
L oans (debt) $ 17,000
Earned income for the yea $ 50,000
Total Sources of Cash $192,000
Uses of Cash
Expenses for the yea $186,000
Two new computers $ 6,000
Total Uses of Cash $192,000
Sources lessUses $ 0.00

Keysto understanding statements of sources and wses (cash flow) are these general fadors:

Sources of acash® other than INCOME and grants (such as the loan, in the example
abowve) are refleded on the statement of sources and wses, rather than on the income

statement

The loans refleded abowve, for example, have incressed the LIABILITIES (loans)
refleded onthe balance shed but also increased the ASETS (equipment, the purchase of

the computers)

There ae many intermediate steps in the acourting process we ae trying to stay very
smple in this example. For example, in ou hypotheticd corporation abowe, the
LIABILITIES have incressed by $17,000 (for the loans) while the ASSETS have

increased by only $6,000(for the mmputers). How can that be?

In this case, the total CHANGE to the balance shed will be $6,000since

the loan will have been used as foll ows:
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$17,000is added to LIABILITIES and to CASH, i.e. bah sides of
the balance shed will i ncrease

$6,000 & the CASH is used to buy the COMPUTERS

$11,000 6 the CASH is used to cover EXPENSES since the
shortfal between income and expenses was $11,000

The $11,000 6 cash used for expenses is removed from ASETS
with a crrespondng reductionto NET ASSETS

Balance Shed + end d the example yar

ABQ, Inc.
Balance Shed as of Decanber 31, 2002

Assts Liabilities
Equipment $ 30,000 Old Loans $ 40,000
New New Loan $ 17,000
Computers $ 6,000
Furniture $ 30,000

Total Liabilities $ 57,000

Net Assts

beginning o 2002 $ 20,000
Changesin 2002

(thelosy ($11,000

Net Assts

end o 2002 $ 9,000
Total $66,000 Total Liabilities $66,000
Assts + Net Assts

This is abou as smple an example & possble. Withou training in acourting, it can be very,
VERY difficult to uncerstand financial statements. Organizations may wish to consider off ering
spedal training to baard members who do no fully understand financial statements, so that they
can fulfill their dutiesto the board in being aceurntable for the organization's finances.

Finance Committee

Because financial statements can be so complex and dfficult for many people to fully
understand, it is usually important that larger organizations have acommitted finance mmmittee
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to review the financial records, analyze program and missgon ogions from afinancial standpadnt,
and to make thorough, clea, and unarstandable reports to the board.

While financialy sophsticaed baard members are excdlent finance ommittee members, board
members who are lessfamiliar with financial documentation may serve on the finance @mmittee
aswell, to ensure that the reports provided to the full board by the finance @mmittee ae eay for
al board members to understand. Board members cannat paossibly do their jobs unless they
understand the organization's financial statements.

The duties of the finance mmmittee ca be set forth in the organization's bylaws or in apadlicies
and procedures guide.

Fundraising

Fundraising is aimost always criticd to the survival of organizations that do nd sell goods or
services with a profit margin. Fundraising may not often be the most interesting asped of the
misson, bu will i nvariably be central to the misson. In general, few significant programs can
be runwithou money.

Thus while a fundaising committee ca provide grea asdstance to the organization, the
organization kenefits when amost al board members assst in fundraising eff orts.

Accountabili ty

The board is acourtable to the organization and the community (and to the I.R.S.!!) for
appropriate use of financial resources.

Liabili ty

The board can be liable for misappropriated funds if board members participate or are negli gent
in letting fraud, theft, or misuse occur.

“ Shav Me the Money. . ”
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12. TheBoard Member'sTod Kit

Contents

Taming the Paper Tiger: The Board Member's Data Colledion CD
Information and Documents Control Docket

How To's

Sample Policies

Sample Forms

General Resources for Running Better (More Productivel) Boards
Spedfic Resources for Serving on Spedfic Boards

Taming the Paper Tiger: The Board Member's Data Colledion CD

The best todl for managing the information orslaught is for an arganization to provide many of
the aper toals,° such as Articles of Incorporation, Bylaws, resolution records, etc., onaCD.

Everyone has too much paper. People lose paper but they do nd lose their computers.
Information davnloaded into ore's computer tends to remain fully accessble to individuals.
Thus information provided to individuals in aformat that they can kegp ontheir computers tends
to be more accssble to them over time.

In &aming the paper tiger®, when the re is © much information and so much of it is important,
boards and committees may consider having the right information avail able when they neel it to
be avery important goal. It is not unusual for nonpofit organizations to repededly adopt the
same resolutions snce the board members have forgotten what was adopted last yea, and have
lost tradk of meding minutes. By keeping resolutions of board minutes on CD, there may be an
increased li kelihoodthat board members will not repeaedly einvent the whed.©

If the Mission is to balance data olledion with dscusson and adion, and if the board o

committeeis concerned abou the Q{zsk of exhausting their energy on colleding, reviewing,
and considering so much information that they lose sight of the misson, then consider these

Recommended Navigation Tools for the purposes noted below:
- For Training.
A large natebook can work well for organizing the information that is provided duing

trainings. That way the information is avail able for reference, later, bah in the notebook
and onaCD.
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- To Carry to Every Meeting.

Most board or committeemembers will find it beneficial to have an Esential References
manual for medings (such as this guide!) close by. That way they can quckly review
and accessthe information reads that reaur over and over again.

- Asthelncoming Missles Defense.

It is generally helpful to use an acordion folder with manilafolders for information from
medings, committees, and pojedsb sorted by date with an index. The board or
committee may dedde to request staff to provide meding materials in manila folders
with the meding date on the index tab, for easy filing. The index to the documents could
be dipped ontop. It isaso helpful to have dl papers hae-punched, as well as having
diff erent colored cover sheds (seepage 31, abowe).

- For Information Control.

If the organization maintains a useable database on a spedfic computer folder (or website
page) and ona CD for rapid access to information and for web site links for the
organization and aher sites, lesstime is wasted trying to find that person who carries that
spedfic and readed information arounddn his or her head °

—See eample, below—

I nfor mation and Documents Control Docket

What Is It? Why Dol Need | WherelslIt? | How Canl Comments:
It? Update It?

Articles of

Incorporation

Bylaws

Past resolutions

Board member
names and
numbers

Staff diredory

Quick Reference
Corporate
Information Form

Reimbursement
forms and aher
forms

Etc.
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How much does this cost? NOT MUCH !! Consider aboard of 12 members
that meds four times a yea. We buy an expandable folder for ead bcard member ($20).
Folders and labels ($5 and $4. 50CDs cover al four medings ($25. CD labels and powches
that stick to paper ($15+ $12). Colored separator paper is another $10. The total for suppies:
$91.00.

But what abou staff time? Once materials are organized onthe computer in dredories, which
they shoud be awyway, it takes abou one minute eat to bun a CD. The total for time: 12
minutes per quarter, less than an hour for the year, to burn the CDs.

Okay, so there ae afew more steps that take alittl e more time. But no matter how you look at it,
the staff investment is very small compared to the benefit to the organization. A modest amount
of staff time invested by several people will save many board members many hous eadt yea.
The paper tiger time saved can be invested more dfedively elsewhere.

HOW TO’S

Making GoodDeasions
Do'sand Don'ts for Effedive Board Members
Board Member Exam: Know Your Organization

Making Good Decisions

The organization's products (whether goods or services) result from a series of dedsions. For
eat misson a projedb i.e., eat Fproduct,® determine the dedsions that are involved and ask
the foll owing questions:

QUESTIONS FOR MAKING GOOD DECISIONS
1. How will t he dedsion affed this organization?
2. How does this dedsionrelate to our misson statement?

3. What is the potential for legal problemsif | vote 3es”? What if | vote
na?

4. Does this dedsion affed:

(A) The people we serve? How?

(B) Thisorganization©s employees? How?
(© The community? How?

(D) Theboard o diredors? How?

Istheimpad on any of these groups negative? If it is, will the dedsion
benefit significantly more people than it will harm?
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5. Have we voted onthis matter before?

If yes, why are we @nsidering it again? How have condtions changed?

6. Do | have dl theinformation | nead to make asound ceasion?

What questions hould | ask before making this dedsion?

7. If someone asked me to justify why | made thisdedsion, can | explain my

deasion?

Do'sand Don'tsfor Effedive Board Members

Do this:

Don't dothis:

Attend medings and contribute your
knowledge and experience

Take the board pasition even though you
canna attend medings nor contribute in

any way

Read the materials that will help you
understand the organization

Disregard information that will help you
make well-informed choices

Make a ommitment to serve, raise funds,
and dfer your expertise andtimeto help
this board and aganization grow

Make a ommitment and nd foll ow
through with your promise

Ask the Exeautive Diredor when you have
guestions or concerns

Ask staff members when you have
guestions or concerns

Refer complaints from staff or the pulicto
the Exeautive Diredor

Try to handle the complaint or bring it to
the board withou talking to the Exeautive
Diredor

Suppat the board's dedsion, even if you
disagree

Bad-mouth the board's dedsion to your
friends, asociates, or the media

Help the board to establish pdiciesfor the
organization

Get involved in daily management
dedsions

Help establish along-range plan and vision
for the future of the organization

Exped staff to answer to the board
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Board Member Exam: Know Your Organization.

An individua who wants to be amore dfedive board member will find this exam helpful®
before or after accegpting the job as board member. It allows a member to determine how much
he or sheredly knows abou the organization.

My Organization Board Exam
1. My organization's missonisto:
2. What is my organization's annual operating budget?
3. My organization was founded in what yea:
4. The names of the board dficers are:

President:
Vice-President:
Treasurer:
Seqetary:
Past President:

5. The official term of officefor anew board member is:

(@) oneyea
(b) two yeas
(c) threeyeas
(d) other

6. My organization's gaff reportsto whom:

(@) the dhairperson d the board
(b) the personnel committee
(c) the Exeautive Direcor

7. My organization's businessmanager embezzes $50,000 The board...

(@) immediately takes over the books
(b) allowsthe Exeautive Diredor to handethe aisis
(c) reauitsand hires anew businessmanager

8. When planning next yea©s budyet, the board finds arevenue shortfall. Board
members...

(a) cut severa programs/servicesto balancethe budget
(b) tell the E.D. that he/sheisresporsible for finding sufficient funds
(c) work with the E.D. to find new revenue sources
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10.

11.

12.

13.

14.

Severa board members want to evaluate enployees. The board...

(a) interviews sme anployeesto find ou if there ae awy problems
(b) liststhe problems and formally evaluates the entire staff
(c) recognizesthat the E.D. isthe proper personto evauate staff members

The E.D. is deluged with managerial problems. Board members...

(& med with the E.D. to seeif he or she wantsto resign

(b) givethe E.D. 30 daysto improve

(c) chedk to seethat they©ve given the E.D. longange goals to achieve that
enable him/her to know what the board wants dore

A board member wants to start a new program or service and asksthe E.D. to
implement theidea The board...

(a) praises the board member for his’/her goodideas

(b) reminds the board member that changes of this magnitude ae dedsions
for the full board, nd individual members

(c) asks the board member to tell the rest of the board abou his/her idea

The board budjets $20,000for a new computer system. Two members
recommend the E.D. buy a spedfic system withou shopgng around. The board...

() goesaong with the board members, convinced that they know best

(b) letsthe E.D. make the purchasing dedsion

(c) asksthe board membersto negotiate aded with alocd computer retail er
to save the organization money

A staff member tell s aboard member his’lher morale is at an all-timelow. The
board member...
(a) asksthe E.D. to med with him/her and the employee
(b) asksthe employeeto talk to the E.D. abou hig’her concern
(c) cdlsan emergency meding of the board to dscussthisand aher
personrel problems

The top threeresporsihiliti es of every board are...
(@) planning, setting palicy, monitoring overall operations of the organization
(b) implementing long-range plans, signing chedks, evaluating staff
(c) attending medings, networking for personal gain, danning the axnuel
meding
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SAMPLE POLICIES

The pdlicies below are provided for general review and information, and can be used by
individual organizationsto develop their own pdicies.

Board Confidentiality Policy

Board Attendance Poli cy
Complaint Policy

Board Confidentiality Policy

No baard member at this organization shall knowingly disclose confidential information gained
by reason d information shared at aboard meding. Thisincludes detail s abou:

- property

" operations

" personrel

" pdicies

" affairs of the organization
" caseinformation

Board members dal not use information to advance any persona interest, financia or
otherwise.

The organization shall maintain confidentiality of employee ad client records, and no bard
member shall accept employment or engage in any businessor professonal adivity that might be
expeded to induce him or her to dsclose confidentia information acquired by reasson d serving
this board.

A breah o this pdicy will be reviewed by the exeautive committee ad may result in
board dsmissl.

Board Member's Signat ure Date

Page 64



Board Attendance Policy

A board member's participation onthe board is essential.
That iswhy you are asked to attend:

All regularly scheduled and speaa board medings

Spedal events of the organization

All regular and speda medings of committees onwhich you serve

Other medings and events as deaned appropriate by the dhairperson d the board
If you canna attend aboard or committeemeding:

Notify the Exeautive Diredor and explain the reason for your absence

Arrange to med with the Exeautive Diredor at your ealiest convenience for a review of
the meding missd.

Y ou may be removed from the board if:
Y ou missthree medings in a one-yea period withou contading the Exeautive Diredor
prior to the dsences. Oncethis occurs, you can be natified by the Exeautive Diredor or

board chairperson that you will be removed from the board.

Y ou are unable to attend bard medings or participate on committees.

Attendance will be considered duing annual evaluations of board service and when your term
comes up for renewal.

| have read, understood and agreeto foll ow this attendance pdlicy.

Board Member's Signature Date
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Complaint Policy

If you recave a omplaint abou one of the programs our organization povides, follow these

steps:

Report the cmplaint to the Exeautive Diredor.

The Exeautive Diredor will refer the complaint in writing to the gpropriate department
Or Supervisor.

The department/supervisor will attempt to resolve the problem within seven working
days. The supervisor will report the status of the complaint to the Exeautive Diredor
within that time period.

If the problem has not been resolved within seven working days, the Exeautive Diredor
will i ntervene and attempt to solve the problem.

A report will be given to the board member who referred the complaint within two
weeks.

The Exeautive Diredor at the next board meeing will report any complaints that canna
be resolved for informational purposes.

| have read and undbrstand this padlicy, and agreeto foll ow it.

Board Member©s Signature Date

SAMPLE FORMS

The forms below are provided for general review and information, and can be used by individual
organizations to develop their own forms.

Board Time Commitment Form

Board Member's Commitment Pledge

Expense Reimbursement Form

Resolutions

Time Tradking for In-Kind Contribution Records
Board Member Service Form
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Board Time Commitment Form

BOARD TIME COMMITMENT FORM
Time commitments of board members:
yea(s) (# of yeasacmrding to Bylaws)
Commitment for the following duties:
v Attendall regular board medings

v Serveon ore of the foll owing committees:

Finance Meds __ timesper yea

Fundng development Meds  timesper yea
Programs ddfs  times per yea
Public Awareness Eds  timesper yea

(List other standing committeemedings and # d times they med per yea)
v Attendtwo spedal events gorsored by this organization eat yea

v Attend two community functions on kehalf of this organization (Chamber of
Commerce, United Way, etc.)

v Attend oreregiona meding per yea

v Attend oreboard arientation workshop

v Attend ore board retred per yea

v Participate in occasiona task groups or speda medings

v Attendthevoluntee training (sessonsto be determined by program)
In addition, al board members must...

Accept this organization©s pali cies and misson

Make apersonal financial doration within their means

Asgst in solicitations of doretions

Promote this organization to the community

Reauit and recommend prospedive board members, committee members, and ahers
who will help this organization advanceits misson.
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Board Member's Commitment Pledge

Ancther sample:

BOARD MEMBER'S COMM ITMENT PLEDGE

| will exercise the duties and resporsibiliti es of this office with integrity, coll egiality, and

cae.

| pledge to:

1.

Establish as a high priority my attendance d all medings of the board,
committees, and task forcesonwhich | serve.

. Come prepared to dscussthe isauies and bisinessto be addressed at

scheduled medings, having read the agenda and relevant badground
material.

. Work with and resped the opinions of my pea's who serve this board, and

leave my personal prejudices out of board discussons.

. Always ad for the good d the organization.

. Represent this organizationin a positive and suppative manner at al times

andin al places.

. Observe parliamentary procedures and dsplay courteous condtct in all

bard, committeg and task force medings.

. Refrain from intruding on administrative issues that are the responsibilit y of

management, except to monitor the results and prohibit methods that confli ct
with baard pdicy.

. Avoid conflicts of interest between my position as a board member and my

ersond life. If such a conflict does arise, | will dedare that conflict before
the board and refrain from voting on mattersin which | have a orflict.

. Suppat in apositive manner al adions taken by the Board of Diredors even

when | am in aminority pasition onsuch adions.

10.Agreeto serve on at least one mmmitteeor task force, attend all medings,

and participate in the acompli shment of itsobjedives. If | chair the board, a
committeg or task forcel will:

(@ cdl medingsasnecessary until objedives are met
(b) ensurethat the agyenda and suppat materials are mail ed to all
members in advance of the medings
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(c) conduct the medingsin an aderly, fair, open, and efficient manner
(d) make committeeprogressreports/minutes to the board at its
scheduled medings, using the alopted format

11. Participatein:

a) the aanua strategic planning retrea

b) board self-evaluation programs

¢) board development workshops, seminars, and aher educaiona events
which enhance my skill s as a board member

d) fundraising and ensuring the organization has adequate fundng for its
programs

My personal goalsto improve my service @ aboard member are:

(1)
(2)
3

If, for any reason, | find myself unable to carry out the ebove duties to the best of my
abiliti es, | agreeto resign my position as a board member/officer.

Board Member's Signature Date

Expense Reimbur sement Form

Again, thisisjust a sample form. Eadh organization may have its own form. If the form is on
the Board Member's Data Coll edion CD, just use that form.

Date of Who Was For What? How Much? | Total
Expense Paid? (airfare, taxi,
suppies,
other)
Make chedk Sendto:
payabl e to:

Page 69



Resolutions

Simple sample resolution formats:

Resolved, the organzation appoves

Resolved, the organzationwill do

Time Tracking for In-Kind Contributions Rerds

for purpaoses of

Timeisvaluable. If organizations can trackk volunteea time, thisin-kind contribution may
increase accssto grants for fundng.

Name of Person
Contributing
Services

How Many Hours?

Hourly Rate
Applied to that
Type of Service

Value of the
Contributed
Services

Board Member ServiceForm

Board Member:

Term ends:

Board office
currently held:

Member since

Gender:

From (city):

Business
badground

Eligible for
ancther term?

Contribution to
the board:

Comments about
board service
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General Resources* for Running Better
(More Productivel) Boards

* Much o this information was obtained from the web site sporsored by the Austin
Community  College Center for Community-Based &  Organizations at
http://www?2 .austincc.edwnpo which dffers free downloadable publicaions (in PDF) as well
aslinksto ather useful sites.

In the pages that foll ow, we will discussresources for eat of the foll owing topics:

Financial and Fiduciary Information

Running Medings

Developing Lealers

Legal Obligations, Duties, and Considerations
Developing Good Board Membership
Websites and Listserves

Financial and Fiduciary Information

Understanding Nonpr ofit Financial Statements: A Primer for Board Members

John Paul Dalsimer. 25 pa@s. 1991. This pradicd overview of nongofit acouring
concepts, financial statements and ratio anaysis is an excdlent orientation handbookfor board
members. The information is brief, bu clealy presented. It stresses a proadive gproach and
encourages board members to understand and ask questions abou financial matters. The
emphasis on wsing interim reports for management dedsionrmaking is particularly useful. This
is an admirable dtempt to cover a vast amourt of material in a @ncise format. To order, go to
http://www.boardsource.org

Financial Responsibili ties of the Nonprofit Board

Andrew S.Lang. 40 pags. 1998. This booHKet is designed to help bcard members understand
their criticd resporsibilities in the key area of financia oversight. Written in nontedchnicd
language for both experienced and rew board members, this comprehensive puldicaion explains
the important isaues that board members shoud addressincluding financial planning, reviewing
the audit, and establishing acourting policies and procedures. In addition, this book describes
the mgjor financia roles in nonpofits including the treasurer, finance @mmitteg and controll er.
Chedlists on tax and regulatory filing and spedfic questions the board shoud ask are dso
feaured. To order, go to http://www.boardsource.org

FearlessFundraising for Nonprofit Boards
G. Worth George. 24 pages. 1996. How often have you heard board members complaining that
they dont know where to start when it comes to fundraising? This booKet contains a workshed

of 42 spedfic fundraising adivities that range from basic to sophisticaedb and al play an
important part in an organization's fundraising plan. With so many options to choacse from, all
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board members, nomatter their skill s or experience, can find away to participate. To order, go to
http://www.boardsource.org

Creating and Using Investment Policies: A Guidefor Nonprofit Boards

Robert P. Fry, Jr. 24 pags. 1997. This boolet helps board members understand investing, spot
and avoid shady investments, and safeguard nonpofit assts. In easy-to-understand language,
the author explains the basics of investing, how investing for nongrofits is unique, how to work
with an investment manager, and ensuring appropriate board member involvement in investment
management. To order, go to hitp://www.boardsource.org

Take Ten Minutes: Principles to Consider Before Engagng In Fundraising by Barry
Slverberg downloadable from http://www.austincc.edu/npdpuldicaions.html (PDF 7.4 KB).

Basic Acoounting and Reporting for Organizations by Elaine Wetmore, downloadable from
http://www.austincc.edwnpdpulbicaions.html (PDF 683KB)

Using QuickBooks in Your Organization by Elaine Wetmore, downloadable from
http://www.austincc.edwnpdpubicaions.html (PDF 670KB).

Finances 101, Rick Bolner, downloadable from http://www.austincc.edwnpd'pulications.html,
(PDF 552KB).

Business Plans for  Nonprofits by Mark Berger, downloadable from
http://www.austincc.edwnpdpubi caions.html (PDF 338KB).

A Guide to Paying Employees in Your Organization by Judy Osborn, downloadable from
http://www.austincc.edwnpdpubicaions.html (PDF 1.25MB).

Meeting the Insurance Needs of Texas Nonprofits by Anita Prewett, TANO and Marc Ogden,
AIMM Companies, dowvnloadable from http://www.austincc.edwnpdpubicaions.html.

Resource Development for Small Nonpr ofits by Shell ey Renee Ruiz, downloadable from
http://www.austincc.edwnpdpubicaions.html (PDF 15.7KB).

Forging Corporate  Partnerships by Karen Hill, downloadable  from
http://www.austincc.edwnpdpubicaions.html (PDF 3 KB).

Running M edings

10 Minutesto Better Board Meetings

Planrned ParenthoodFederation d America. Western Region. 28 pags. 1994. This focused and
well-organized handbookgives gedfic atention to the most important isaues related to all types
of medings. It isaguideto leading and participating in medings, from preparation to foll ow up.
Perfed for the new board chair or member, it is also useful to more experienced individuals who
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want to sharpen their skill s and staff members who work diredly with bcards and committees.
The smple, pant-by-point text covers topics including creding the agenda, dedsion-making,
achieving consensus, and handliing meding conflicts. Included are abrief and excdlent synopsis
of Robert's Rules of Order, useful sample agenda and minutes formats, and a wmprehensive
meding preparation chedlist. To order, go to http://www.boardsource org

The Board Meeting Rescue Kit: 201deasfor Jumpstarting Your Board Meetings

Nationd Center for Nonprofit Boards. 20 pags. 2001. The Board Meding Rescue Kit
contains a variety of ways to increase the productivity and efficiency of board medings. The
author's objedive is to inspire your board with new ways to liven up dscussons, streanline
board procedures, increase dfediveness and save vauable time. To oder, go to
http://www.boardsource.org

Robert's Rules of Order (10th Edition)
Henry M. Robert 1ll. 2001. This revised version d Robert's Rules of Order is the ultimate
guide to parliamentary procedure. The official website, http://www.robertsrules.com provides a

forum for question and answers, tips and hasic guidelines for using Robert's Rules.

Effedive Committee Management, by Robert A. Floyd, downloadable from
http://www.austincc.edwnpdpubdicaions.html (PDF 737 KB).

Developing Leaders

Developing Effedive Teams (Wilder Nonprofit Field Guide Series)

Beth Gilbertsen andVijit Ramchandan. Teamwork is rarely simple, easy, or natural. It's not
enough to annource we're atean® and exped results. This guide can help ded with problems
and improve teanwork.

Being An Effedive Leader Essys by Brad Fregger, downloadable from
http://www.austincc.edwnpdpubdicaions.html (PDF 367 KB).

Making Strategy Work by Pau Shumann, Jr., downloadable  from
http://www.austincc.edwnpdpubdicaions.html (PDF 254 KB).

One Shove Full: Telling Storiesto Change Beliefs, Attitudes, and Perceptions

Brad Fregger. A 174page book with examples of the booKs thesis. @Understanding how the
mind works is the key to understanding how stories work to teady, inspire, and change beli efs,
atitudes and perceptions. Esentialy, stories work becaise they speek diredly to the
subconscious mind ¥2 To arder, goto http://store. 1stworldli brary.com/oneshovel full .html

Get Things Done: Ten Secres of Creating and Leading Exceptional Teams by Brad
Fregger. To order, go to http://store. 1stworldli brary.com/getthingsdone.html.
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L egal Obligations, Duties, and Considerations

A Guide to the State of Texas© Lega Guidelines for Governing and Manamg
Organizations

Jan Sdfer, downloadable from http://www.austincc.edwnpdpubicaions.html,
(PDF 725KB)

Nonprofit Corporations. The Board—L iabilities, Pleasures, and Duties

Kathleen Ford Bay, downloadable from http://www.austincc.edu/npdpuldicaions.html (PDF
327KB).

The Nonprofit Legal Todkit

Developed by Comnunity Building with Attorney Resources (Texas C-BAR downloadable from
http://www.austincc.edwnpdpubi caions.html

L egal Obligations of Nonprofit Boards: a Guidebook for Board Members (Revised)
Jacqueline C. Leifer & Michael B. Glomb. 32 pags. 1997. Written by two attorneys with
extensive nonpofit experience for thase withou a legal badkground. Includes fdions on the
Loblying Disclosure Act, personal gain, hov to avoid persona liability, how to structure
contrads with ouside parties, standards of condwct for board members and more. To arder, go to
http://www.boardsource.org

Orientation to Texas State Government

Rick McManigle, downloadable from http://www.austincc.edw/npdpubicaions.html (PDF 26.5
KB).

Developing Good Board Membership

How to Recruit Great Board Members

Dorian Dodson. 132 pa@s. 1993. This book stresses the neal to know one's organization in
order to reaognize the skill s needed in prospedive board members, how to sell the organization
to these individuals © they accet an invitation to join the board, and hav to keep bcard
members motivated and adive. The aithor's informal tone makes this enjoyable and easy
reading. To order, go to http://www.boardsource org

The Board Building Cycle: Nine Steps to Finding, Recruiting and Engagng Nonprofit
Board Members

Sanda R. Hughes, Berit M. Lakey, andMaria J. Bobowick 52 pags. 2000. One of the most
important resporsibiliti es of aboard is to ensure that it continuously adds qualified new members
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and keeps them engaged. Board bulding shoudnt just happen when it' s time to fill avacancy,
but shoud be a ontinuows process that includes yea-round adivities. The Board Building
Cycle feaures nine-steps for your board to foll ow through the board development process This
book povides helpful tips on what motivates people to join baards, howv and where to find bard
members, ideas for condwcting an arientation sesson, and spedfic tasks for the board's
governance mmmittee To arder, go to hitp://www.bcardsourceorg

The Chief Exeautive's Rolein Developing the Nonprofit Board

Maureen Robinson. 16 pages. 1998. In this boolet, Exeautive Diredors will | ean abou the
important conredion ketween developing the board and creding a strong working relationship.
The importance of building a strong ali ance with the board chair, cultivating leadership among
board members, and helping to identify and reauit board membersis aso dscussed. To arder,
go to http://www.boardsourceorg

Organizational Development for Your Organization by Barry Silverberg, donnloadable from
http://www.austincc.edw/npdpubdi caions.html (PDF 50.3).

Web Stesand Listserves

Center for Community-Based & Organizations at Austin  Community College —
http://www2 .austincc.edu/npo

This gte provides a wedth o freedownloadable puldicaions, links, low cost and freeleaning
oppatunities (workshops), NPO job pastings, grants information, bard development resources,
etc. To recave the Center's weekly ANNOUNCEMENT LISTSERV, e-mall
bsilverb@austincc.edu and provide your e-mail and rame.

Strategic Creativity (freeweb-based NPO journal) £ http://www.strategic-credivity.org

Published by the ACC Center for Community-Based and Non Profit Organizations, Strategic
Credivity's misgon is to promote the gplicaion d strategic aedivity in nonpofits. Rather
than aways looking for financial solutions, nonpofits will be informed, educaed and
encouraged to enhance and enrich their operations through strategic aedivity. It contains brief
articles, columns, book reviews, abstrads, links and humor which promote greder use of
strategic aedivity within the NPO arena. To subscribe, e-mail bsilverb@austincc.edu and
provide your e-mail addressand reme.

Texas Aszociation of NonProfit Organizations (TANO) + http://www.tano.ag

TANO is a 501(c)(3) organization that works to serve, suppat, and strengthen Texas© nonpofit
sedor through initiatives in three program areas. nongofit advocag and pulblic pdicy;
information referral and exchange; and products and services for Texas NPOs. Among other
assts, its web site antains resource material on Nonprofit Basics, Insurance, and aher criticd
isues. Of speaa interest is TANO's collaborative report with the National Center for
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Charitable Statistics on The Texas Nonprofit Sedor which is downloadable free a
http://www.austin.cc.tx.us/tana/reports_nccs.htm

The Alliancefor Nonprofit Management * http://www.alli anceonli ne.org/

The Alliance for Nonprofit Management is the professonal assciation d individuals and
organizations devoted to improving the management and governance cgadty of nongofits - to
assst nongrofits in fulfilli ng their misson. Its web site mntains a superior sedion d Frequently
Asked Questions (FAQs) on Board Development; Financial Management; Strategic
Planning; Fundraising; Risk Management and Credit Card Acceptance

Non-Profit Genieb http://www.genie.org

If you are looking for any answer you ever wanted to knov about serving on a nongofit board,
chedk out the Non-Profit Genie & http://www.genie.org. This ste is run by the Caifornia
Management Assstance Partnership and is a good starting point for questions abou nonpofit
boards.

Board Café Newdletterb http://www.boardcae.org

Also consider signing up to receve (fred) the Board Café Newsdletter that contains not only
relevant tips and articles, but a seachable achive of past isaies with pradicd advice on serving
on a nonpofit board, and howv the board can best serve the organization and community. This
newdetter is distributed via emal, and you can sign up on ther list at:
http://www.boardcafe.org.

Board Sourceb http://www.boardsource.org

Free Management Library for Nonprofitsb http://www.mapnp.ag/library/index.html

If you have aquestion, someone may have drealy asked it. Ched out the board Intel at board
Source http://www.boardsource.org. Their extensive listing of both questions and answers
from people serving on nonpofit boards addresses many topics from legal li ability and financial
issues to baard development and participationin board medings.

Management Asgstance Program for Nonprofitsb http://www.mapfornongofits.org

The FreeManagement Library, run by the Management Asgstance Program for Nonprofitsis an
ontlineresource Topicsinclude fundraising, advertising, promotion, and vduntee networks.

Free, On-Line Organization and Management Development Program —
Using resources of the Free Management Library noted abowe, this freg "nuts and bdts’

organization development program will be useful to the beginner as well as the advanced NPO
praditioner.
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Office Depot Free Formsb http://www.officedepot.com

Freedownloadable forms are avail able from the Office Depat's website, under Jusinesstool .

These forms contain everything from financial worksheds to sample smoking and termination
padlicies.

Spedfic Resourcesfor Serving on Spedfic Boards

Articles of Incorporation

Bylaws

Organizational Reards

Board Meding Minutes

Board Resolutions History

The Quick Reference Corporation Information Form and Annual
Calendar

Staff Positions and Responrsibiliti es Chart

Policies and Procedures Manual

Again, as noted above on pege 58, @Taming the Paper Tiger,® boards could grealy enhance their
productivity by keeping recrds on a Board Member's Data Colledion CD. Once such
information is %t up in a mmputer diredory by an organization, it can be eaily updated, with
new CD's produced and provided to bcard members quarterly.

Consider providing the following documents in hard copy for a board member orientation, and
aso onCD so that the board members can leare the notebook tehind, if they so choase, and just
lug home the 1/2-ounce CD.

Articles of I ncorporation

In order to incorporate a& a nongofit corporation, the organization must file Articles of
Incorporation with the Seaetary of State's office For a sample set of Articles of Incorporation,
seehttp://www.sos.state.tx.us/corp/norprofit.shtml.

In general, Articles of Incorporationinclude & least the foll owing information:

The name of the rporation

That the corporationis anongrofit corporation

That the period d itsdurationis perpetual

That the corporationis organized for charitable or educaiona purposes
Name and addressof the incorporator

Name and addressof the registered agent to be on reard with the Seaetary of State's
Office

Number of initial diredors

Names and addresses of the initial members of the Board of Diredors
Whether or not the corporation has members
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Whether the Bylaws can be anended by the diredors or the members

If the nonprofit corporation intends to seek tax-exempt status under Sedion 501c)(3) of the
Internal Revenue Code, then additi onal language is advisable.

In addtion, boad members would benefit from having awritten history andfact
shed for the organzation, andthe I.R.S. ditermination letter.

Bylaws

The Bylaws govern how the board and the organization will operate. Initial Bylaws are aloped
by the board or the members (as st forth in the Articles of Incorporation) and can be anended o
restated by either the board or the members (again, as st forth in the Articles of Incorporation).

Bylaws will typicdly include:

The name and addressof the organization

The organization's objedives

Information onmembers, such as whether or not the corporation has members and, if
S0, vating rights

Officers of the wrporation, their terms and duies

Board members, terms, duties, and required qualifications
Medings and ndices for medings

Nominating committee ad eledions

Committees

The fiscd yea of the Corporation

How Bylaws may be anended

Bylaws often include more information important to the organization. Consider, aso, whether

the Bylaws $houd designate Robert's Rules of Order as the official rules of order for medings
and whether the @rporation shoud indemnify its diredors and dficers.

Organizational Records

In addition to the Articles of Incorporation and Bylaws, corporations will have minutes of an
organizational meding in which initial operations and expenses are aldressed. Important
information is often included in these minutes, and thus it is a good ideafor the organization to
provide these records to new board members.
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Board Meding Minutes

Some board meding minutes will be painfully boring. But they can be very important. It is
important that new board members understand what often happensin baard medings.

Further, a common problem with arganizations that med infrequently is that board members
forget the resolutions that have been adopted by the board in the past. A web site containing a
%oard members only® sedion will |et board members refresh their memories, and prevent
churning of the same ideas over, and ower, and ower again.

As aboard member, when we have gred ideas it would be helpful to revisit past meding minutes
to seeif our gred ideahas been presented before, how many times it has been presented before,
and what happened to it.

In addtion, boad members would benefit from having acurrent listing d board
members and alisting d past board members, andsome information abou each
of them.

Further, it would be vey useful for each boad member to past their gods and

rewlledions of each year, in ader to devdop an eledronic “institutiond
memory.”

Board Resolutions History

Separate and apart from the more voluminous board meding minutes, consider adogting as an
organization standard keeping a resolutions history as a separate document in a format such as
the foll owing:

Date Resolution Who Made Current
of Resolution, Status
Resolution Seonded It,
Vote Count

While it may be hard to pul together old resolutions, starting NOW with this g/stem could
provide gred benefits over time.

The Board Resolutions History form would also be agrea candidate for being placed onthe
Board Members Only sedion d the organization's web site, bu would also be useful in hard

copy.
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The Quick ReferenceCor porate I nformation Form (and Annual Calendar)

One way to use time dfedively is to nd repedaedly waste time lleding routine data. Eacdh
organization could benefit from having a Quick Reference Corporate Information Form. If the
organization daes nat have one, ask the Exeautive Diredor or board chair to prepare one.

If the organization is not willi ng to do so, ead of us could take on this task for ourselves and
other board members.

ABQ, Inc.
* Fictitious Names and Dates Throughou This Example

QUICK REFERENCE: Corporate Information Shed
(Current as of April 12, 2003b Update Annuelly)

1. Articles of Incorporation fil ed with Texas Seaetary of Stateb May 2, 1989.
2. Current Officers and Diredors:

(@ President: Nancy Brown

(b) VicePresident: Frank Anderson

(c) Treasurer: Susan Johrson

(d) Seaetary: Steve Jadkson

3. Registered Agent and Registered Address Susan Johnson, 600S. Congress San
Angelo, Texas 75899

4, Fiscd Yea: January 1to Decanber 31

5. Bank Acoourts and Banking Relationships with: Wells Fargo Bank o San
Angelo, Texas

6. Dues for membership:

(@ $25 for Sporsoring members
(b) $10 for Associate members
(0 $50 for Contributing members
(d $100 for Sustaining members
(e $250 forBenefadors

7. Accountant: Robert Starnes, 800 S. Lamar, San Angelo, Texas 75899
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8. Cdendar:

January

Treasurer compiles recrds and coordinates with auditors and/or
acountants to fil e tax returns and prepare financial information for
grant applicaion pupaoses.

Every month  Annual budget reviewed and monitored continuowsly. Throughou

May

the yea, tradk: (1) last yea's budget, acourting, taxes, and
audits, (2) current yea's budget, acourting, taxes, and audits, and
(3) thefollowing yea's proposed budyet.

3 members of the Nominating Committee gopanted by the

board bu not the board chair

Junel

July 25
to

August 15

August 31

August 31

September

Before
Yea End

Members of the Committee éed a chairperson

Membership committee dairperson submitslist of
members and membership status to the board of diredors

No ealier than July 25 and nolater than August 15,
mail natices to the membership regarding the
Annual Membership Meding. Note onthe naticethat
(1) officersand dredorswill be deded, and (2) there
will be ameding of the board of Diredorsimmediately
foll owing the Annual Membership Meding. This will
serve & naticeof the board o diredors meding to
the newly-eleded diredors.

Membership committee dairperson prepares listing of sponsoring
members entitled to vate & the Annual Membership Meding in
September and submits list to the President. Membership
committee prepares listing for meding to ensure that ead
sponsoring member casts one vote.

Nominating committee submits prepared ballots to the President
for the Annual Membership Meding.

Annual Membership Meding on the second Monday of September
a 7 pm. Annual Board of Diredors Meding foll ows immediately
after the Annual Membership Meding.

Finali ze budgets for the foll owing yea, seek board
approval.

[PLEASE NOTE ANY OTHER CALENDAR MATTERS
SO THAT THISLISTING WILL BE ASUSEFUL AS ROSSBLE]

In addtion, boad members would benefit from having the annud report, most recent audit,
Form 990, batking resolutions andinvestment palicies.
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Staff Positions and Responsibilities Chart

Many larger organizations have a chart providing staff positions and responsibilities in detail.
Board members will find it useful to know who is doing what within the organization.

Policies and Procedures M anual

The organization’s Policies and Procedures Manual is the road map to work flow. Without
understanding this manual, it will likely be difficult for board members to have a clear
understanding of how missions can be pursued.

The Policies and Procedures Manual, along with the other documents and information referenced
above could be included on the board member’s Data Collection CD (which is updated and
provided to board members quarterly).

Final Words

We hope this manual will be useful to you
as you work to improve the world for all of our families.

Go Forth and Do Good
(in acost-effediveandtime dficient manrer).
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