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It is our purpose in this manual tc provide practical informa-
tion and guidelines for a board <evelopment or training program of
a voluntary, not-for-profit organization. Intended as a handbook
for a consultant, trainer, or interested board or staff member, it
ineludes documents which have been field tested in workshop sessions
and some theoretical background as to their use.

It deals in depth with a relatively few subjects out of a leng-
thy list of board training topics. Focusing specifically on the
board and its operations, it does not deal with some of its extrane-
ous functions. There is little reference, for instancs, to commun-
ity relations, fund raising, or committees, worthy subjects which
have been adeguately developed by experts whose publications are
available elsewhere.

Activist boards may find the viewpoint too coaservative, and
conservative boards may find it too liberal. It is decidedly middle-
of-the-road, a stance which comes from trying both sides at one time
or another.

To introduce board development or training into an organization's
activities is a commitment to a continuing effort. The ebb and
flow of new board members, new challenges and old problems in the
life of the organization, as well as new insichts and old attitudes

reguire a consistent effgrt in order to maintain an effective equili-

brium in the essential decision-making process of the board.




INTRODUCTION

Faced with a public which is weary of proliferating appeals
for funds, a public which is equally wary of burgeoning bureauc-
racy, it is becoming increasingly necessary for private, not-
for profit, voluntary agencies to find means of assuringz their
publics that their organizations are efficiently and effectively
managed.

The foundation of management lies in the governing board
(or policy-making board) of the agency. Iost states have a sen-
tence in their enabling statutes which says, in substance: "The
affairs of the corporation shall be managed by a bozrd of one or
more directors."l No distinction is macde between tne board of
a not-for-profit corporation and a preofit-making corporation.
The National Information 3ureau (a monitoring organization for
ethical fund-raising) specifically defines a nonprofit board as
"an active and responsible governing body, serving without com-

pensation, holding regular meetings, and with effective adminis-

N

trztive control."

Boards are the democratic hesritaze of those many organiza-
tions which often were started as one person's perception of an
unmet need, frequently grown into organizations and institutions

of ever-widening influence and service. Ultimately, the destiny

Oof the organization is controlled by a collection of individuals

:




acting as a decision-making body. Boards thus have evolved as
part of the democratic processes of this country. Voven through
John Dewey's definition of democracy, is also the thread of the
definition of a board: "...any society or group which is commit-
ed to becoming aware of and responsible for the effects of its
actions upon the life and growth of persons affected by them."3
However, this "group which is committed" to "effective ad-
ministrative control" now faces more complexities than simply a
weary and wary public. Government intervention, unions of pro-
fessional and non-professional workers, consumerism, credential-
ing and licensing, and new professionalization have militated
against the once painless and pleasant task of being a board mem-

ty of Wisconsin 3usiness School Dean Trwin 4.

e

ber. Univers
Gaumnitz says, '"llore and more businessmen are getting skittish
about beinz on boards."L+

It is becoming notably difficult now to interest competent

persons to assume all of the obligations inherent in being a

board member. James 0'Shea, Business Zditor of the Des Noines
Register, wrote an article titled, "The PlushBoard Seat May be a
Eot Seat."S This is a far cry from a quotation which appears in
one of the first books written about voluntary boards. "I know

1 won't leave much money to my children, and certainly not a dis-
tinguished name, but I do think it is a sort of legacy for them

that I should be the kind of person who is appointed on the 1lib-

a2

t

2} P s
rary board." Such euphoria pres=ntly is hard to find.

Board members, those persons who feel a responsibility to




serve and support the goals of their agency, now often find them-
selves in conflict with their ideals. Committed to the princi-
ple of citizen responsibkility while at tne same time unable to
understand the new pressures on that rsle, they opt either for
the safety of resigning or uneasy and hesitant performance. An
option, of course, is to move the agency from the voluntary sec-
tor into the public sector and let it become the responsibility
of government. For those who believe this is a weak recourse,
the alternative 1s to preserve the émerican ideal of citizen
participation in those actions which have an effect "upon the
1ife and growth of persons affected by them," to repeat John
Dewey, by keeping certain acencies under the management of the
estizenry.

This is not to suggest that there is no citizen partici-
pation in government agencies. On the contrary, we acknow-
ledge that the government is the citizens. Some government
agencies, notably IHIW, are overtly seeking citizen participation
in their decision-making processes. However, most citizens

have more immediate access to and concern for those voluntary,
human service agencies whose scope and breadth seem more avail-
able to their participation; a philosophy which is summed up in

Zen and the Art of ¥otorcyle Mazintenance, "Other people can talk

about how to expand the destiny of mankind. I Just want to

[

(@]

talk about how to fix a motorcycle."
How does an agency reassure a group of individuals who vol-
unteer to assume the heavier burdens, and the risks, of decision-

making? What techniques are used to apply substantive principles




merged with sound management practices to produce not only
skillful board members, but an agency which is capable of
responding to the revealed needs of its clients, not just on
s Tuesday mornins, but in two years? Low do they adapt to the
forces of chanze? How do they harness the forces of change
without substituting technigue for ideals?

The answers lie in providinz specialized educational
programs for old, new, and prospective board members. For
our purposes, we label these programs as board training or
development programs.

Hazards

ation of these programs is not without its haz-

e

The init
ards and its detractors. The first hazard lies in retaining
the board member who suddenly realizes, possibly through the
board training process, that his* board membership places him
in a position of liability. If consumerism has done nothing
else, it has stripped "immunity" from some of our revered in-
stitutions. No longer does the dissatisfied client remain
silent and passive. He sues. lle sues agency staff, the board,
and board members. If the trauma of his vulnerability does
not lead to the board member's resignation, it may at least
Provide a new motivation for accepting the board training pro-
gram,

4 secend hazard is the board member's sense of his own

adeguacy. lany persons whose competency is unguestioned in

*The use of the words "his" and "him" is
ence and is not meant to detract from the
members,

an editorial ccnveni-
many women board




business, industry, or the vrofessions, disavow any familiar-

ity with the management processes Ol a voluntary, not-for-

(On the other hand, when board training

profit organization.

is suggested, they sometimes feel that their competency is in

question.)
& third problem 1is time and money sufficient to support

a board training program. Time,

an important consideration. easured against the schedules of

measured in two aspects, is

busy staff and board members, it usually is in short supply.

¥easured against dollars-ani-cents-per-hour labor by board
and staff, it may appear to be an extravazance ill-afforded
However, board training pays dividends if it is perceived as a
learning experisnce which enhances '"the processes by which

human beings receive help from and zive help to each other,"

as Benne points out in his discussion of moral values in

’ ‘ 9
dempcracy and science.”

The fourth hazard, however, may be something which board
members do not know already, such as the distinctive character-
istics of |, poor guality voluntary organizations. Mary
Aann Hofr, a psychologist, has reported on her research of 180
non-politiczl, national voluntary organizations. Should a
board member believe his organization is superior in guality
of program, performance, and financial stability, he could

measure it against M¥s, Eoff's list. ‘oor quality programs, she

bility (to boards, clients, staff,

o]
(]
o
(&)
» |J
v
(9]
P
@)
e |
o+
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says, show 1

velunteers, donors); distortion of mission to suit fundin:




jack of adequate information flow and openness to the

sources;
outside; over-attentiveness to fund-raising and public relations

(rather than client needs); inability to change programs over
time because of being locked into a particular organizational
image and fund-raising approachs over-professionalism in some
areas and under-professionalism in others; inconsistent eligi-
pility requirements for clients in different places; general
lack of foresizht and planning in program; and others.lo

We recognize these and other obstacles to the initiation
of a board trainingz program. The purpose of this manual is to
eliminate a few of them. TFor instance, one of the primary
obstacles is backeround information and working documents. We
provide a total of eighteen working documents throusghout the
text. In addition, in the appendix there are samplses of handout
materials for workshop use. Zach chapter provides background in-
formation not only as to how to use the documents, but a point of
view or suggested aporoach to the subject. The point of view may
be challenged by a trainer or a trainee, but that, after all, is
the kind of interchange upon which board development thrives.

The thesis is divided into four broad themes. The first,
Chapters I and II, provides information and technigques for
the selection, induction, and orientation of the board member.
Specifically, Chapter I discusses his selection and the process
which couples his unique qualities with expected criteria for
performance. Chapter II, The Orientation of the Board Member,
expands upon his introduction to the organization, his initia-

tion to his board position, and his continuing education in the




organization as his awareness of its many facets broadens.

The second part of the book deals with major topies which
should be included in the content of any board traininz program.
Dealins with the parameters of board process, this section
attempts to settle some of the issues which impinge upon board-
staff relationships, though not dealinzy directly with the sub-
ject. Chapter 111, for example,enumerates the basic responsi-
pilities of the board. It goes further, however, and identifies
legal responsibilities and liabilities. Chapter IV, The Cthic-
al Responsibilities of the Board, contains, amonz other things,
a checlklist of 'unethical practices. Chapter V discusses some
different concepts of accountability. It provides an ocutline
for examining four areas of accountability: fiscaly program,
human resources, and the future.

aware that there no longer is a status guo for voluntary,

not-for-profit organizations, Chapter VI explores the board's
function as a change agent. Iliore practical than philosghic, the
cnapter attempts to identify those factors which portend a
board's readiness to change or to bte changed. Rased on a field
experience, it is a report of an experiment which still has to
be refined.

There is no clairvoyance in Chapter VII, The Board's Role
and Strategies in Labor Negntiations, but predictions of the
future characteristics of the work force seem to point to in-

€reasing involvement of the voluntary, not-for-profit organiza-

tion in labor negotiation and arbitration. The chapter poses

sSome guestions relative to areas where policy should be set.




The third part of the thesis covers evaluations: of the
board member individually and of the board as a whole (Chapter
VIII); and of the chief executive officer (Chapter IX). Striv-
ing to produce evaluations which are not simply "good-bad" or
whigh-low," the chapter contains instruments which attempt to
give more precise measurements than those generally used.

Having dealt with these and other substantive issues in the
thesis, the appendix suggests implementation, the metheds and
processes of board training workshops. 1In effect, it is a train-
er's journal, including commentary on workshop design, critical
incidents, the adult learning process, and the pain and the
pleasure of being a trainer. Sample workshop designs and their
accompanying materials have been taken from actual experience.
Covering most of the subjects of the previous chapters in the
manual, there are outlines for a variety of time-spans for work-
shop presentations: two-hour, half-day, one-day, etc.

The authors of Voluntarism at the Crossroads say:

We believe in the intrinsic capacity of voluntarism

today to offer individuals an opportunity to parti-
cipate in projects for the community good and to ex-
erclse forceful voice in decisions affecting their

own lives; in the ability of voluntary effort and

action to contribute to the solution of societal prob-
lems; and in voluntarism as a primary force which can
make our democratic society function more effectively,

in terms of choice among long-range goals, and with a 13
view toward improvement of the guality of life for all.

Considering that this statement reflects the basic philosophy

12

of the six or seven million voluntary agencies in this country

today, it does not seem inconsistent to advise those persons
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who have the resconsibility L1or nurturine this ideal through
o wine decisi nreps hemse

policy-haklns decisions, to prepare themselves to be uniquely

competent.
2 & T moant 3 8 he e
The first oi oul documents is on the following page. For

those persons, board or staff, who want to test their basic

which they

(V)
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xnowledge of boardmanship, it is offered

may use either as an entrance to new learning experliences, oOr
» 2 . - ’

to refreshing tre knowledge of others.



Document #l
10

BOARD DEVELOFMENT CHECKLIST

DON'T
KNow

<

2

1. Is there a job description for the (resident?
5. Are there job descriptions for other of ficers of

the board?

3. Do board members understand their liabilities
and the legal position of the board?

I is there an overall job description for the board?

5. Are standards of performance spelled out for
board members individually and the board as a | .

whole?

6. Are there conditions or qualifications for board
membership?

Is an attendance record maintained for each
member?

. Do members render services other than serving
on the board? ; i

7. 1Is there a mandatory maximum length of service
on the board? a !

8. Do the committees of the board function effec- |
tively?

« Do you know how many committees there are and |
what areas they oversee? -

« Do they have written purposes or descriptions?

» Are agendas prepared in advance?
« 4re committee minutes kept?

« Are written committee reports submitted to the
board?

- Are committee members appointed for a specific
Period of time?

« Is there adequate staff support of committees
to get their work done?




9.
10. Are agenda prepared and sent to members in ad-
vance of mestinss?

o m

DIVISION OF BOARD AND STAFT DUTIZS
il Has a separation of duties been made in writing?
12, Is it accepted and und erstood?

13, Is it adhered to by board and staff?

1. Is there a mechanism for handling and controlling
exceptions to the separation of duties?

ADVISORY ROLE OF THD BOARD

15. Does the executive director seek advice of the
board as a zroup?

e R individual directors?

16. Does the description of the responsibilities of
the board cover this role resoonsibility?

vice? If so, :

(oF

t of high

fe=ta

17, Do directors give a
gquality?

S

k

RESPONSTRILITY OF THE BOARD
18, Are areas of responsibility specified?
19, Is there a mechanism for reporting and control?

20. Does the board have a formal method for evaluat-
ing the performance of the executive director?

21, Are efforts beingz made to educate directors so
that they can carry out their control responsi-
bilities?

22, Does_the board understznd its role in ensuring
quality of service?

11

KNOW

DON'T ] YES

NO
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DON'T | f25] NO
KNOW

R e AT EOCTTION
"G&F\.D .-,._'u.".:'-—'_i e JUB TV B 100N

-

23 s there a crocedure for filling vacancies

Is there a job description for eacn board

2k,
member?

for preparing a list of

25, Is there a procedure
known criteria?

1ikely candidates using
y g

5, Are board candidates screened ard intervie

Has a profile been drawn of the board's
strencths and weaknesses?

il

Adapted by Dorothy Ralfanz-Teas
from "Self-Audits Help Eoards to
¥ind Their Owh Business," by
John A. Witt, Trustee, August,
1076.
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DEFINITIONS OF TYPES OF BOARDS

1. POLICY MAKING BOARD*
Is a governing body for the organization

Makes decisions regarding program, policy, and allocation
of funds

Hires and fires the chief executive officer who reports
to the board and is responsible to it

2. ADVISORY BOARD*

Primarily gives advice and makes recommendations usually
to the agency's chief executive officer

The chief executive officer is not appointed by or
responsible to the advisory board and does not have
to follow its advice

3, ADMINISTRATIVE BOARD*

Is a full-time working board whose members receive a
salary from the agency

Makes decisions regarding program and poliecy and acts as
a plural chief executive of the agency

Has members who participate directly in administrative activities
Has a staff but no executive director

L4, AUXILIARY BOARD

Authorized by the policy-making (governing) board as an
integral part of the organization

Assumes only as much autonomy as is granted by the policy-
making board

Has purposes and goals which are identical to or in harmony
with those of the organization

Generally is delegated specific activities to perform, and
is accountable for their performance

Is usually unincorporated

*Adapted by National Center for Voluntary Action from the

New Community Organization, by Arthur Dunham, Thomas Y. Crowell
Publishers, N.Y: 1970, pp. 342-34%,




SELZCTION OF BOARD MENMBZRS

Document #2 Matrix for Nominating Committee

Document %a Nominating Committee Analysis

Document 7 llembership Contract

There is no perfect board., But whatever perfections or
imperfections exist in the board membership, it is the nominat-
ing committee which must carry either the glory or the guilt.
It is the nominating committee which possesses the power of

the future of the board. And yet, it is the nominating commit-
tee which is frequently given the least thouzht and the most
limited supervision of any committee of the board. Selecting
those members who seem to have enough time to make telephone
calls, the nominating committee, often working as autonomous
individuals, stumbles through the process of board member
selection.

"Behind every good board lies the careful work of a conscien-
tious nominating cammittee.l It is the '"central committee of
the entire organization.”z Facing the board on one side, and
the board member on the other, it holds special responsibility
for each: (1) to the board for maintaining continuity and effec-
tiveness; and (2) to the individual board member for providing
opportunities to use and develop compaetency. It is the aorta

through which the life-blood of the organization flows.

14
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The bylaws prescribe how the nominating committee will be
selected, and will specify, in broad terms, its duties. Among
the more satisfactory structures is the provision for rotating
membership within the committee; i.e., a new member is appointed
each year and the senior member drops off. The senior member
gutomatically becomes the chairman, following which, as mentioned,
he retires. Therefore, the term of office of each committee
member is egual to the number of persons on the committee,
usually three or five, but always an odd number.

The continuity which this systam provides assures that
confidential information about prospective nominees remains in
a relatively closed group. Furthermore, it provides that
candidates who are considered in the present, but not avail-
able in the present, will not be overlooked in the future.

In the event the organization is composed of a membership
group, the bylaws may require that the nominating committee

have representation from both the general membership and from
the board. In such a case, in a rotating committee, there may
be two (or more) members who retire each yesar and two (or more)
who are appointed each year. The task of the committee then

is to select its own chairman from amonz the senior members of
the committee,

The appointment of retiring presidents to the nominating
committee often is a judicious move because of their knowledge
of the needs of the organization and how they can be met through

Specific skills, and also of those persons they have observed
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who have shown potential for board membership.

Year-round activity strengthens the nominating committee's
function. FEurried consideration and the pressure of an immi-
nent deadline may cause irrational selections; but time to
observe, to discuss, and to weigh choices through the year

lends a thoroughness which assures a more competent slate.
Bylaws notwithstanding, the procedures of the nominating
committee occasionally develop from precedent rather than from

a well-defined and documented process. Assuming, however,

that a board manual is part of the operational egquipment of each
committee of the organization (and it definitely should be), the
section on the nominating committee would contain the articles
of the bylaws referring to the nominating committee selection
and its duties; duties and terms of officers; duties and terms
of board membersj; method of presenting the slatej and elections.
This general information would remain unchanged from year to
year.

In addition, the nominating committee should have a set

of guidelines which would be revised annually because the in-
formation contained therein varies from year to year. An

example is shown on the following page:
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guidelines for the Nominating Committee

Basic Information

1.

2.
Fhs

Names, addresses and telephone numbers (home and/or business)
of members of the nominating committee

A list of members of the board

A list of members of the board not eligzible for re-election
by reason of tenure

A list of members eligible for re-election by reason of
allowable consecutive term

A 1list of officers eligible for re-election

A list of officers ineligible for re-election

Criteria for selection of board members (Criteria will

be referred to later in this chapter.)

Criteria for evaluation of board members eligible for
re-election (See Chapter VIII, "Evaluation: The Board

Hember Individually™)

Schedule of Duties

e

Consideration and selection of current board members who have
Served one term and are eligible for re-election at the
annual meeting

Consideration and selection of new board nominees who will be
elected at the annual meeting, and who will commence their
service at the board meeting scheduled for _(date)
Consideration and selection of nominees for officers of

the board who will be elected at the annual meeting anc

who will assume their duties on (date)
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eensideration and selection of nominees for the Nominating
~sttee for the ensuing year (if bylaws are applicable)
+o be elected at the annual meeting and to commence serv-

on gdata}

esentation of slate to (board) (general membership) on

(date/s

Instruments

rix for Nominating Committee (Document #2)
ort Card for the Board Member (Document #12)

rd Member Inventory (Document #1u4)
F# ot

ia for Selection of Nominees

A weat custom for selection is to draw exclusively from
hips with prospective nominees, and not from any observ-
eriteria which are relevant to the board's processes.
Criteria for board member selection are unique to each
ation, and only that organization can make the determin-
as to what its standards will be for selection.

ndard criteria ranze from simple availability to ex-
finaneial contributions; from committee experience to

ic knowledse; or from status in the community to geo-
location. Other considerations may be age, gender,

*€. Some church-sponsored organizations may require

Ous affiliation. The Red Cross, among other criteria,
‘fiﬁs community involvement, old family, and minority

|

Houle uses committee needs as criteria: personnel,
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jnvestment, benefit, contributions, lezal, and building.
1 worlkshops where participants have developed their own
1ists, the consensus favors skills, experience in other organi-
zations or committees, and objectivity.

Among the most doubtful criteria 1is "commitment," a

word endeared by nominating committees. It apparently is

supposed to suffice for all of the positive attributes the

committee seeks in a nominee. Z2ut even Yebster's Dictionary
provides vague definitions: "The act of doing or performing
something;" '"the act of putting in charge, keeping or trust;"
a promise or a pledze to do something;" and "an open declara-
tion of adherence." Under these definitions, "commitment!"
is not specific enough to qualify as an observable behavior
or attribute, essential to the selection process.

In developing criteria, it must be 4%2pt in mind that
boards are basically futuristiec: establishing policies to

meet future contingencies; approving budgets to meet future

-

needs; setting objectives to be achieved in the future, etc.

L4

Consequently, the composition of the board must have in it
those elements of intellisence which will be attuned to the
anticipated deliberations of the future.

Thus, criteria for board selection are not necessarily
the same year to year. There can be no "standard" list of
eriteria which is applicable to every organization. Each organ-
ization develops and maintains its own standards for selection.

the organization adopts new objectives, as
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jssues develop, and as programs and procedures are modified,

new

new casts of characters, in the board and sometimes in the staff,

are needed Lo move the agzency forward. Capitzal improvements,

or a broadening of the service base, or a new program all affect
the board's agenda and the deliberations relative to these sub-
jects. That board memﬁer, who was knowledgeahble and helpful
with the last major fund-raising campaign, may not be equally
competent to discuss the establishment of satellite operations.
Should he be asked to serve another term? Or should someone
who knows somet: ing about satellite operations be invited to
serve?

Among other things, therefore, situational competence is
important to the selecticn process. The nominating committee
may be looking for a person of prescribed competence gained
through volunteer experience, or through being a client, or
through living in a target area. On the other hand, there
may be reason to search for a person of ascribed competence:
teacher, social worker, lawyer, construction worker, etc., a
person whose occupational skill suggests his ability. The
value of either the prescribed or ascribed competence depends
upon the future plans of the organization as revealed in the
selection criteria of the nominating committee. Misplaced
or misdirected competence may cause even the best plans to

falter or to fail.
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4 similar issue revolves around whether the criteria
specify specialists or generalists. Some boards prefer
eoct specialists, persons with 2 specific skill which
ul:lﬁﬁ.immediately available to the deliberations of the

L -;and who will help break down complex information into

tandable elements. Others may want to select generalists,

. on the process of committee and board experience to

op them into specialists unique to that board. The develop-

ﬁf_g board specialist may follow one of several paths:

. Individual board members can be informed that they
should in time develop a particular area of interest
and expertise.

« A system of graded responsibility can be utilized
to develop a board member's knowledge in an area.

« Individval board members can be assigned important
jobs in areas in which there is a need for the
development of expertise.

« A system of education based upon the individual's
needs and interests can build upon natural ability.
Time as a criterion should be given special attentionif it

cted of the nominee. Depending upon the nature of the

ization, the board member may be expected to give inordin-
mounts of time not only to board work but to committees,

.ations, and meetings. On the other hand, some organiza-

may reguire only attendance at the resularly scheduled
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It is quite likely, however, that in the near future
some board members will have to he full-time. More and more
not-for-profit organizations_are relying on their board mem-
bers to be extensions of the agency in the larger community,
even at state and national levels. For instance, in an emerg-

ing role, the advocate board member may be expected to call

on lezislators, to encourage support from other local, state,
or national organizations, and to associate directly with the
client in the promotion of a cause.

Also, time is essential as voluntary organizations respond
to the public demand for better coordination and larger coali-
tions and broader relationships. \Whether we want these col-
laborations or nct they will be "increasingly required by an
irreversible shift in our society from tradition-directed
policies and practices to knowledge-based policies and prac-

5 . :
tices..."” The delegate voard member, therefore, is indis-

pensable. Because of the complexities of communication, dis-
tance, and funds, some organizations rely on one board member
who acts as their primary representative in conferences and
ceouncils., The burdens of office freguently mitigate against
the President adding these duties to the jobj but a knowledge-
able, articulate board member, skillful in the politics of
€oordinating and planning zroups, can provide an adjunct service
for his organization.

Not to be mnfused with the above, there also is the

Iepresentati ve board member, a person whose presence on the
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sures that an important voice from a constituent group

in deliberations. The representative on the board

1y makes the difference between an "open" or a "closed"
ngpen" or "closed" abplies not only to status

~istics, but to a point of view as well.

ins the Sixties the heedless rush to create a "repre-

s poard (usually of clients), brought in its wake the

of tokenism. The Representative became the counter-

the old letterhead board member: present in name, sel-
body, and never in deliberations. In fact, in many in-

., the Representative was only a pawn in the game to get

at funds available to those organizations which thereby
onstrated "maximum feasible participation." Cunninggim
lowever, "Yet it is better to have one woman than none at
hlack, one Jew, perhaps even one radhead arnd one south-

i none at all. Both tokenism and the effort to escape
can get pretty silly."

ier kind of "representative'" is that person who is
because of his connections with another organization.
illy chosen in a liaison capacity, that person must deal
it loyalties. Representine "his organization" while at
time participating in the deliberations of another board,
Peripheral pressures on his decision-making. First, the
board member must be aware of potential conflict of inter-
to declare it when it occurs. Second, if there is no con-

ﬁfinterest, be must understand that he has accepted the same
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ip responsibilities as every other person on the board.

such, he must shed his outside identity. Ilis decisions are

n, and not dietated by "his organization." To do other-
1y ] ;

s to arrogate powers he does not technically nor legally

still a different context of representation, the board

' may be the ombudsman board gember. (This concept is
;d'mOre specifically in Chapter V, "The Ethical Responsi-
s of the Board Member.") The ombudsman board member

s the trusteeship for a specific segment of the constitu-
‘the donor, the client, or the employee. He acts as an
 for the interests of one of these designees during
berations of the board, thus assuring that the ramifi-
of board decisions are never unbalanced.

- the criteria begin to develop: the generalist, the

t, the available (time), the advocate, the delegate,

resentative, and the ombudsman.

process of selection (and retention) of board members
mple task. One of the most effective instruments used
€r of organizations, including the Red Cross, is the
or the Nominatinz Committee. Originally designed by

it is simple but effective, and zives a nominating com-
TFéQGd evidence for its task. (See Document #2 which

- an explanation of its use.)

ample of an actual analysis done by an existing organi-

Using the Watrix, is shown in Document #3, "Nominating
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e Analysis." Pinpointing specific needs in memorandum
,L.ﬂ 4t provides a focus for suggestions and considerations of
» nominees and incumbents.

- Board liember Inveﬁtory, Document #14%, (developed in

in Chapter VIII, "Bvaluations of the Board and of the
mber") is also an evaluation, in a sense, of the work
nominating committee. It provides visible evidence of

te of effectiveness of the becard in a range from superior
». Used in conjunction with other instruments, the Board
Inventory offers alerts to potential problems in the

1 of the board.

and Tenure

robably one of the most difficult and delicate problems
zation must face is the rotation of board members.

has two meaninzs: (1) stagzered terms where no more
3-half or one-third of the board are replaced annually;
limitations on the number of terms one may serve be-

ng retired, or "rotated," off the board. We shall deal
iatter.

e appears to be no universal rule about how long a

er should serve (except for public agencies which

' mandated terms). Some organizations have bylaws which
*@=election. Whether or not such a proviso is necessary
weighed pro and con.

h#ially, a complex agency in a complex community may

rotation than a simple organization in a small
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of moving citizens through a board exverience may outweigh the
disadvantages of losing experienced participants. Houle ad-

vises moderation saying, ”?rolnngei tenure and brief tenure
are both appropriate under certain circumstances, but, in
general, the weight of the evidence is against either extreme.
There must be a long enough tenure to provide continuity but

a short enough tenure to secure constant freshness of view-

7

polnt,"* Something alse must be said for the kind of personal
development which occurs when tenure is limited thus releasing

experienced board members to move on to other organizations

b

and a diversity of organizational issues.

Azine Board lembers
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A similar issue ging board member. Some boards

have an automatic retirement age at which the board member
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onger eligible for re-election. But in view o
newly adjusted mandatory retirement age established by Congress,
it is unlikely that past practices will prevail much lonsger.
4 solution to the dilemma has been found by a hospital board
in Michigan. After considering moving their over-age board
members to an honorary status, and being soundly rebuffed with
the idea, they realized that the "shelving" process invited

e urthermore, they desired to acknowledge their
appreciation for the services of older members, some of whom
had been on the board for a number of years. Through an amend-

g

ment to the bylaws, (see Figure 1, next page) they are able to

establish a "vacancy" when a member reaches the age of seventy,
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ARTICLE II

Trustees

Any Trustee now serving on the Esard, or

hereafter elected to ths Board

seventy years of aze while so servi nﬁ as a

member of the Board shall cqnt-rup to be a
th

_‘J
®

member of the Board during his lifetime,
addition to the forty elected r“muerﬁ, wi
out the necessity of beingz reelected.

The additional members to be elected shall
be elected to serve for the unexpired terms
of such members who have reached seventy
years of age and until the successors for
such newly slected members are elected and
qualify. Thereafter, the additional members
so elected by the Board shall be subject to
reelection in the same manner as provided

in Section 2 hereof.

J

As long as there are at least forty members,
exclusive of the exofficio members, serving
on the Board, there shall be no replacement
for any regular member of the Board who is
seventy years of age, or older, who resigns
or dies.

Vacancies in the membership of the Board of
Trustees shall be filled for the unsxpired
term thereof by the affirmative vote of a
majority of the members of the 13“rﬂ voting
in person at a meeting of the Board at which
such election is.held.

_.u.

Sinai Hospital, Detroit,
Michigan

Figure 1.




at which time the member automatically becomes a 1life member
and no longer runs for re-election to the board. The quiet and

unpub
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ility that the board may erow too large
does not appear to be a problem as attrition from illness,
death, resignations and "Lrustee fatisue" keeps the board
within workable limits. 3Because the age of new members is

less than that of the pre-existing membership average, the

w

average age of the board shows some decrease.
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selesction, the
prospective board member and the organization may enter into a

written agreement which delineates expected performance on
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th sides. Board membership is not a passive commitment.
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attributes to enhance the board. The organization, by the
same token, expects to see some positive consequences of the

o deliver oppor-

cr

board member's presence, and also expects
tunities to use the board member's unique qualifications.

the most serious problems which develop between an
organization and its board members are rooted in unrevealed
expectations on both sides. Clarification of what each anti-

cipates of the relationship relieves the tension of chance

and unhappy revelations. It is in this veln that a written




contract is mutually developed.
Among the best such contracts is the sample shown in
Document #4, "Contract." Couched in warm but explicit terms,
it leaves no doubt as to the intent.
A contract, however, is not a substitute for archaic selec-
ion procedures. There 1s some room, but not much, for the organi-

zation which chooses to use ineffective selectiom methods. For

—

those which do there is usually in every community some board
which is a plaything. Everyone knows the board is simple window
dressing and that the real work is being done by staff or volun-
teers. Nevertheless, these boards solve two community problems:
(1) they become the parking lots for the low-performance membe
who feels that by his presence (in spirit, in person, or on a
letterhead) he has made enough of a contribution; and (2) they
keep these persons out of the mainstream of the high-powered,
live-wire organizations who really demand intellectual, ener-
getic, and responsible participation from their board members.

Conclusion

Ultimately, whether the board is dynamic or apathetic

H
D
t
ct
w

on the intelligent wvigor of the nominating committee.
The importance of the nominating committee is unassailable.
It is the only credentialing component of the board and as

such is responsible for the image and demeanor of the organi-

o o
4]

zation. To the prospective board member, the apparent care

}_l‘

and thoughtfulness with which he has been selected is assur-

ance to him that he is entering into a colleagueship which
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an essential service which otherwise would be lacking, and

that he must therefore maintain a high level of productive

activity, thus enjoying a sense of fulfillment and satisfac-
tiu'[.

Essentially, the element the selection process strives
to ensure is guality, not only in individual board members,

but in the board itself. As Pirsiz says in Zen and the Art

e -~ - -

of lotorcycle Maintenance, "Tnhne Quality job is seen...and

the person who sees it feels a little better because of it,

4]

and is likely to pass that feeling on to others, and in that

]

way the Quality tends to keep on going.™

9

But Quality does not tend "to “eep on going" without nur-
turing and monitoring. As meticulous as the selection process
may be, the Quality it attempts to provide to the board (and
the organization as a whole) must be sustained through an orien-
tation process which commences with the invitation to join the

board, and which does not end until the board member retires.

The next chapter covers this life-span.
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Document # 3

32
NOMINATING COMMITTEE ANALYSIS
(sample)
TO: ALL BOARD MEMEZRS, MEeEMBERS, STAFF
FROM: Nominating Committee

SUBJECT: POTZNTIAL BOARD MEMEERS

It's the time of year when we need to look ahead to new
members of our Board of Directors and WE NEED YOUR HELP! 1In
looking over the needs and doing a Board Analysis of the 25
present members we find the following:

Present Board: Men L7
Women 8

Ages under 35 2

35=50 12

50 & over 11

Geographic Distribution: N.W. 2
S.W. 2

N.E. 3

S.E. 5

Central 8

must drop off for 1 year at least

may be re-elected

of the remaining members are
filling vacancies

may be elected as 25th member
and President

Vacancies:

oA

From this analysis we find our needs are:

At leat 2-4 more women

beveral members under 35 year _of age
2-%4 prospects from N.E. and S W. regionsy
1l or 2 prospects from N.W. region

« Representation from social services

. Consumer and minority representation

WM+ W

Now, what you could do to help would be to suggest the names
of several people in your area, circle of friends, community
leaders, etc., who would meet the above requirements. Send us
as much information as you can, and we will go from there.

Please give it some thoughtNOW and drop me a line so we can
begin.

We will appreciate your help tremendously!

Joe Nominator, Chairman
1234 Fifth Strent
Anywhere, USA

(123) 456-7890
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HCONTRACT?

between

. EASTER SEAL SOCIETY FOR CRIPPLED CHILDREN
& ADULTS OF VENANGO COUNTY

THE EASTER SEAL SOCLETY
and
YOu

THE MEMBER OF THE BOARD

The Society promises you:

1. The opportunity for personal growth and education through:

A. Orientation and continuing education about the Society as a whole
and our local program specifically.

B. The chance to mold public opinion and to be involved in important
decisions to help provide needed services for the handicapped in our

community.

C. By effectively using your special training, skills and talents in
the work of an efficient organization.

2. To fully inform you on what is expected of you as a Board Member.

. 3. To provide integrity, accountability and a good public image through a
competent staff and careful selection of responsible board members.

4. To provide bonding and liability insurance to minimize your personal
liability.

5. To fully inform you of your legal responsibilities as director of this
society.

6. To fully explain duties of committees to chairman and committee members.
7. Self-fulfillment and camaraderie,

You promise the Society:

1. To be an enthusiastic Easter Seal salesman and "image builder" by:

A. Faithfully attending all orientation and training sessions to become
a knowledgeable, informed Easter Sealer who can and will tell the Easter
Seal story at every opportunity.

B. Attending all Board meetings prepared to ask questions, give your
opinion and make decisions.

C. Becoming really involved in the program by using your special skills,

carrying out your assignments and working hard in the areas where you
are needed.

2. To give your financial support and be willing to personally seek the
financial support of others.

3. To be loyal to the Society and confidentially discreet.




xecutive Director and the Fresident 10
programs and growth of the Society.

. o wholeheartedly support t
their efforts to effectively direct the

To be informed enough to offer constructive criticism where you feel it

is indicated.

surrender volun-

To have enough concern for the Easter Seal program to
time to effectively

tarily your place on the Board if you do not have the
fulfill the above committments.

d % k k% k* k k * ¥ *k *& & % %
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Document #5 Pre- ‘nauctlon Orientation
Document #6 Board lilember Orientation
Document #7 Maintenance Orientation of the Board
Document #8 Information Test
It has been said that the rstention faectors for dissemin-
ated information are:
35% is forgotten in 20 minutes
75% 1is forgotten in one day
At . . - l
Q9% is forgotten in %7 days
--and yet board member orientation generally is lumped into an

hour of speeches, more or less! Thus in

wonder that many board members feel that only as their term
expires are they fully aware of all of the ramifications of
their role in the organization for which they have been respons-

The purpose of orientation is to increase the individual

-

effectiveness of the decision-mazking process of each board mem-

ber. The thorouzhness of the orisntation impacts throughout

the organization, affecting staff, clients, and extending into
the community itself, sometimes into higher echelons at the
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A respected board member has sa

Unless trustees are exceedingly well in-
formed about the nature of the institu-
tion and its needs, understand its present
problems, and have a profound conviection
about the nature of the enterprises go-
ing on there, their judgment as to what
that institution needs will undoubtedly

be faulty. 2

Methods vary as to orientation procedures. Some organi-
zations, in the initial phase of orientation, include new
board members and new staff
tion to the organization, its history, philosophy, and goals.
&s a device for team building it is effective.

Some organizations, using the '"buddy" system, leave the
orientation in the hands of individual board members of some
seniority who are partnered with a new board member. They

information and act a2s a continuing resource

mittee whose function is to orient new board

=
D

s ;
mbers and pro-

vide continuing education for old board members. The chief

executive officer and the board president may carry the responsi-

bility for board

4

rientation. \thatever option is chosen, cer-

tzainly there must be a continuing and workable system.

However, the scope of orisntation should extend beyond the
basics: bylaws, history, policies, and buiget. A&nd the pro-

ime shotgun approach. "It

is obvious that the achievement of skilled board member service
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in phases which correspond to his developinz awareness. Each

1

phase 1is designed to produce the ultimate retention. The

Pre-Induction At time of invitation
Induction At time of acceptance of invi-

tation and before first board

Maintenance Continuing education of board as
. a whole, generally a regularly

scheduled period of time at each

the nominating committee (or some of its members) invite a

- - 3 ~ T YT = + - - £ 1 - -

prospective board member to stand for nomination. Although
1 e o . - ~ = - == e 1 =

it is hoped the vista thr h the doorw: tc the board shows

o
}..j
&5
i
’_i
o
'. 4
e |
D
9]
ta
fa)
3
D
—
H
D
o
e
(=1
<
3
3
D
L4
Y
I - B
—
[oF
v}
=
i
o
A
3
Q
|
f
W
U
o
=
m

or instance, the history of the organization is essential
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self an historical document,

onz-rangce plans of the

should be carefully discussed in the pre-induection phase. With

board members becoming inereasingly concerned about their lia-
—_|" ) b s |
bilities, certainly the legal responsibilities should be

divulged.

i

The board member will be dealing with "futures" and his

initial knowledge should give him the kind of information

= Yo
which will insure his sense of confidence and competence,

The prospect, thus knowing in general the historical background,

e

the objectives, and the problems has some comprehension of his
J ’

tory of the organization as it relates to long-term goals and

to current problems; the annual report as it relates to objec-
tives; legal responsibilities; and the relationship of the nominee's
+4

s 2o Asia 1Ot aadd + 4 | 4+ 4 o L PP o oo —~f - -
unique qualifications to the total effectiveness of the board.

th him

e

The materizls from this initial orientation are left w

and whether the organization acquires a new board member or

board member and his first board meeting. It may be done

3 - = | . 2 Tisv4 = .y fala 1
individually or in a group session. But it must be done.
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The presentation should be brisk, but not hurried, and
interestingly staged. It may require films, slides, and othe
visualsy displays of special equipment; znd tours. It may

uire the support of staff members and/or volunteers.
It is not the time, however, to unload the total information

package on the new board member. An overload on the retention

capacity will cancel out even the best presentation. The pre-

sentation should be limited tec that which will give him a

1)

sense of being comfortably equipped to participate in decision-

making at his first board meeting. The 3ed Cross advises
S = ?
"Brevity and interest are the twin keynotes of this orienta-

tion. Ruthlessly cut back the presentation to information that

the pre-induction (invitation) materials. A4s he moves through
this phase and subseguent phases of orientation (and later
into committee assignments and other responsibilities) his
board manuval will grow.

Some aspects of the induction phase are suitable for

re-orientatio

Q

old board members. For instance, a tour

of the agency or a review of standards or guality controls

may reviv stale board member. With rapid changes occurring

W
4]
4

in every organization, old board members need and appreciate

a refresher, Houle says, "Once the board member has been
/

. initiated, he must not be allowed to stza-'_tnate."
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Kidway through his first year the board member has be-
come associated with other aspects of the organization throuszh
commlitee work, possibly on committees which are joint staff/
beard. Having thus gone desper into the functions of the

organization, he needs another layer of information (and he
usually knows he does!). He begins to see new components of
the organization and how they coordinate to work toward the
goal of the organization. Hence, departmental information is
a relevant source of information at this juncture. He also
needs to develop an understanding of staffing patterns withi
the organization as they relate to day-to-day operation.

All of this is an inward look it is appropriate also
to broaden the external vision to an understanding of the
pheres of influence: how the organization relates to simila
organizations either locally, statewide, or nationally; how it
relates to tangential organizations such as plannine bodies
*y and it
behooves the older board member to avail himself of mid- ~yea
orientat

ions in order to keep abreast.

laintenance Orientation (Continuing Education)
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training. Orientation in any of its phases is
always relative to the work of the enterprise; whereas board

training is relative to the technical functions of the board
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board member., Orientation is directed to in
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Naylor says, "It is equally important for a Board of

Directors to accept the fact that an agency is a 'becoming'

organization, not a finished, polished, inflexible, crystal-
J/\ =] 2
ized organization." Consequently, there must be some method

by which the process of "becoming" is brousht to the atten-

tion of the board members. Ideally, some time should be set

of those subjects which now or in the future will affect the
course of the organization,
background informzation for possible future issues, and helps

the
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maintenance orientaticn at each board meeting is not a sunsti-
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tute for the chief executive officer's report. The twe are
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{
(

changeable. Similarly, maintenance orientation should not sub-

stitute for cu

,ﬁ
H
L |
D
&
'._l
o
A
47 ]

on the agenda.
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The documents following this chapter are offered as sug-
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gested orientztion patterns for all phases. They provide a
checklist and procedurzl form for a complete orientation system.
mi & o <4 - ~11 2T - -3 4 o i ~ 1 ¥ A m
There is no special seguence of priorities in each phase. These

It will be noted that the chief executive officer and the
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board president in this system carry the heaviast responsibility,
As to which one will initiate the procedure, there is no fixed

responsibility. Houle believes that the president (chairman) of
the board "must be aware of the need for developing the abilities
of the board members more rapidly than by lettinz nature take its

w?

course He also says, "The executive plays a significant role

i
in the continuing education of the board member.”8 Board member-
ship should be a process not a condition. As a responsibility
shared by the chief executive officer and the board president
orientation must be an integral and continuing function.

Board Trainineg as Continuing Education

As stated earlier in this chapter, board training and main-
tenance orientation are two separate procedures. However, they
both logically belong under continuing education. Board training

is the system which will assure improvement of skills and dev
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ment of new skills., A skill development, for instance, may be th
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designing of an orientation program. Document #8, "Information
Test," is an instrument which will initiate the process, and could
be accomplished in a board training session. (The appendix con-
tains sample workshops for board training, covering generally the
basic skill aspects of board membership.) Continuing education

provides a flow of information at whose confluence emerges a dis-
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ciplined, potent, and knowledgeable board member. Within this
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main is the board member's comprehension of his role and respon-
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es, the iding line between board and staff. Our next

chapter enters this formidable area.
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relevant litera-

2nd bd. meeting ture*** CEQ/ Bd. Pres.
the consumer/

3rd bd. meeting client appropriate staff
federal and

4th bd. meeting state regulations CEQ or designee
community

5th bd. meeting issues Pub. Rel.
the national

5th bd. meeting picture Specialist
research and

7th bd. meeting technical trendg OGpecizlist

8th bd. meeting political issued

® v

advocacy
case histories,
film

10th bd. meeting ilms, wisuals CEQD or designse
* This design is prepared for preszantation to the board as =
whole, not individually to each board member.
** The secuence of subjects 1y be adjusted to fit the special
information needs of the board.
*** [diterature snhould also include irndividual subscriptions for
each board member to pertinent iicals,
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Board members and staff members togaether may participate

in planning an orientation for their mutual bensefit. Correla-
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orientation objectives:
FOR BOARD NMEKBERS TO ANSWER:
1. What would you have liked to have knownwhen you were a new

board member, but didn't learn until later?

2. UWhat information do you need now to help you to function

3. Lhow do you rate yourself in terms of being well-informed

about the agency?
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your objectives
If you were a board member, what would you need to know

in general?

low do you rate yourself in terms of depth of knowledee
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How do you rate the board as a whole in terms of depth of
knowledge about the agency?
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(low) (
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CHAPTER II1I
BASIC RESPONSIEBILITIES, LEGAL RESPONSIBILITIES AND GRAY AREAS*
Document #9 Legal Checklist
Document #10 "What would you do if...?" (Legal responsibility
situations)

Those tensions which occur between board and staff generally
are caused by confusion as to the limits of authority which obtain
to each. The rule-of-thumb that the board sets policy and the
staff executes it lacks specificity. Therefore, we are suggest-
ing seven basic responsibilities of the board which have been de-
veloped through the law, through requirements of national volun-
tary agencies, and from precedent and practice. We also observe
that there are some '"gray areas" which must be mutually considered
and assigned to board or to staff or to both.

Our list of seven basic responsibilities is not in any particu-

lar order of importance.

Responsibility #1: To determine the organization's policies for

meeting short- and lonz-range goals

Policy determinations are based on understandable and veri-

fiable objectives. Without objectives, annually set and

*This chapter is not to be construed in any way as providing
legal advice to any organization. It was prepared in consulta-
tion with a practicing attorney, knowledgeable in the affairs
of voluntary, not-for-profit organizations. It is assumed that
those who are responsible for the legal status of an organiza-
tion would seek and follow the advice of its counsel.

47
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annually evaluated, there is no reason to set the policies which
will enable the achievement of the objectives.
In addition, the board skould concern itself with develop-

ing long-range plans to cover periods of two, three, or four
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As public policy and state and federal regulations prolif-
erate, it may become more difficult to set realistic long-range

goals and to structure long-range plans; but without a long-

ilfy

)

range focus, the agency is apt to set policy from a base of ex-
pediency, thus losing its focus.

Responsibility #2: To be accountable to its membership, to its

community, and to its clients for the operation of the agency

in terms of assets, program, and human resources (This subject

is dealt with in detalil in Chapter V, "The Accountability of

ct

he Board.")

Board members, once thought of as being benefactors to the
rganization which they served, now are regarded as trustees.
As such they must render an accountinz to its constituents:
community, donors, members, clients, volunteers, and staff. Aas
more concern presently is being expressed about waste and in-
efficiency, the board must be able to prove that it not only is
aware of the problems of duplication of services, but also the

problems of misappropriation of human resources. The board must

3

also be aware of the economics of sca ~-that a small independent
agency may be too expensive or that a large conglomerate of

agencies may be too bureaucratic. The board must take upon itself

the responsibility for recognizing the mortality of its agency.




Institutions, like humans
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or to transform themselv

Accountability can be demonstrated in four sectors: fiscal,

program, human resources, and future.

g

I. Fiscal accountability

A. BSelect and retain outside auditors who will
adhere to the standards of the AICFA Audit Guide

B. Approve, reject, or modify budgets

D. ZReview and approve the accrual of assets or di
posal of assets

4]
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Program accountability

A. Ensure accessibility of program to a recoganlzed
target population

B. Ensure quality anc

wise being duplicated e

o

. Ensure responsiveness
ability of the board

s

0

IV. Future accountability

A. Develop short-and long-range plans, revising as
necessary

B. ZExecute a regular self-zudit as an appraisal of
the organization in all of its aspects

Responsibility #3: To select and appoint the Chief Executive

Officer who is accountable to the board (As a rule, it is this

ility which distinguishes a policy-making




board from any other kind of board.)
In the appointment or hiring of a Chief Executive Officer,
the board must define his/her responsibilities; establish the

job performance standards and the compensationj and undertake

find a replacement for the Chief Zxecutive Officer,

Responsibility #4: To provide for perpetuating effective leader-

ship and effective board organization

The board must assume the responsibility for maintainin
itself as an efficient mechanism for conduc ting the exclusive
hough some of its work may be assigned
to committees, consultants, or staff, it ultimately is the board's
responsibility to keep its leadership resources viable by analyt-
ical selection of new board members, by annual evaluation of cur-
rent board members, and by removal of ineffective board members.

Through an annual review of the bylaws, enforcement o

=y

the by-
laws, and annual evaluation of the board itself, the board mus
state of health and vitality.

board member are dealt with in
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Responsibilityvy #5: To orovide and maintain a sound and sufficient

The board must always bz conscious of its responsibility
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to provide adeguate in o satisfy the operatinz and capital

needs of the agency. Of primary importance, te board must be

3=

ware that funds and funding must be available to meet the lonz-

range plans of the agency.

o

e . & o . * ~ ? 1
Resoonsibility #6: To reguire sufficient informztion upon which

Cu

to make good decisions

BEach member of the board must feel a personal responsibility
to ask questions. Board members are assumed to be persons of
intelligence and good will who can cease to be whatever they
are--laborers, lawyers, housewives--to divest themselves of
emotional or material interests and commit themselves to the
enhancement of human service through their ageney. Coming from

diverse backgrounds of knowledge, experience, and financial status

each brings different insights. The board cannot make good de-

;)

We will deal with this subject in more detail shortly.
Now, however, we want to consider the '"gray areas" of
responsibility, not included in the above list, which can cause
problems in performa

nce or conflict between board and staff.

They are:

A, Identifying the board's need for information
B. Supplying evidence for annual appraisal of objectives

C. Taking action to bring deficient performance of either
the board or the CZ0 up to standard




D. Collecting data upon which to make decisions re
property, funds, or program

E. Filing reports required by IRS and the Department of
Labor (ERISA)

-

F. Maintaining appropriate relationships and communica-
tion with local, state, or national organizations

Depending upon the size of the organization, some of the

above items may be handled by the president of the board and some

persed among specific board members or specific staff members.
In some cases there micht be a partnership arrangement between
the president of the board and the chief e xecutive officer, or
between the board and the staff, to share in the responsibility.

Whatever the decision, there nevertheless must be an assignment.

We will gzo back now to Responsibility #7: To ensure the

£ 1 « - 4 - .
correct lerzal status of the agency

a 3. -

The statute under which most charitable organization

4]

are

incorporated by their state provides, in substance: "The affairs

of the corporation shall be managed by a toard of one or more

(e

directors." Some legislatures recently have revised this language

to read, "The Board of Directors shall supervise the management

of the affairs of the corporation." This change, although it

appears to be substantive, in all probability will do little to

her be noted that customarily the courts

have made little distinction between the liability of a board

-~

member of a not-for-profit corporation and a profit-making corpor-
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under certain circumstances, can be held personally liable for

S. However, that is not what we

It is the legal responsibility relatine directly to the

management of the agency (the corporation) that is of increasing

concern to the board member. ssentially, there are two speci-

fic legal responsibilities. First, a member of a board of direc-

tors is liable for willful or fraudulent breaches of trust, or

conflict of interest. This simply means that the board member

must serve with loyalty the interests of the agency. In no way

may a board member profit as an individual while he is acting

of violation of good faith are selling property to the corpora-
tion at inflated prices; concealing by silence of an interest
adverse to that of the corporation in dealing with the corpora-

tion; purchasing corporate assets at unconscionably low prices;

and failing to exert claims of the corporation against persons

cenerally is recognized in two situa-
tions: (1) where the board member has a personal interest in

the transaction in which he is dealing with the corporation; and

(2) where the board memher is a member of the board of both




corporations which are engaged in a transaction between them-
selves.

Generally, the first situation receives a more searching
scrutiny by the courts. Historiecally, the common law standard

for such self-dealing was an absolute prohibiticn of the same,

to be recognized, however, that the corporation could be affect-

kind of disclosure, the burden is on him to prove his good faith,
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ion either by being counted toward the gquorum

of the board or by voting on any matters pertaining to the trans-

In the second instance, where the director is on boards
which have opposing interests, the same resolution as above gen-
erally would pertain. Eowever, if the conflict is a continuing

croblem, where his declaration of conflict would disqualify him

from board deliberations a substantial amount of the time, then




of the board are liable for negzlisence, or failure to exercise

prudent business judsment. This standard is imposed by the

Ai

common law in most instaneces, but in an inereasing number of

.

e
97

jurisdictions it is explicitly declared by statute. A typical

enactment is of the New Jersey lezisla
Board members... shall discharge their duties in
good faith and with that degree of diligence, care
and skill which ordinarily prudent men waulﬂ ex-

ercise under similar circumstances in like posi-
tions. (Section 14A:6-114)

Generally, the board of directors may rely upon: (1) finan-
cial statements certified to them by independent auditors as be-
ing true and correct; (2) reports made to the corporation by its
officers; or (3) the opinion of counsel for the corporation, pro-
viding they do so in zood faith.

"Lack of due care'" has been defined by the courts based up-

+3

on certain acts or failure to act. hey have held that board

members are liable in this instance when there is:
1. Repeated non-attendance at board meetings

2. Lack of care in the appointment or removal of the
Chief Ixecutive Officer

3. Failure to examine the appropriate records of the
corporation

“. FPFailure to require bornding of appropriate employees
With respect to "letterhead" board members, the courts have

stated in effect that board members who explain their neglect

by saying, "We did not do these thin s; we know nothing of them,"

are liable nevertheless. This entirely repudiates the notion

that a2 board may

leave the entire affairs of the corporation to

certain members, and disavow any knowledge when disaster ensues.




Some states now have enacted statutes which attempt to excuse
the board member from his nsgligent acts. However, until the courts
have interpreted these new laws the board member should take little
comfort in their language. Many courts find it difficult in these
times to excuse those in authority from their acts of negligence. 1In
fact, the trend seems to be to the contrary.

The documents in this chapter are designed for the use of both
board members and the chief executive officer. Document #9, '"Legal
Checklist for Board Members," is not definitive in terms of all of the
legal responsibilities of the board, but serves to identify many areas
which might otherwise be overlooked. Document #10, "What would you
do if...?" is a set of situations developed for the National Easter
Seal Society for Crippled Children and Adults, and is used as an exer-
cise for the board in consultation with counsel for the organization.

Every indication is to the effect that in the future the law will
exact a far higher standard of performance by board members than they
have ever had in the past. In these days of protection of the public
and the consumer, one cannot but believe that the standards of board
member performance will not only be raised to a higher level but en-
forced more diligently.

However, whether the standards reside in the law or in accepted
practice, there are some which lie strictly within the conscilence.

The reputation of an organization which merely keeps narrowly within
the law will never be as esteemed as the one which manifestly con-
siders ethical standards of equal importance with legal standards.

The following chapter deals with the domain of consclence, ethical

standards.




Document #

1
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LEGAL CHECKLIST FOR BOARD MEMBERS

Have you familiarized yourself with the Articles and Bylaws
or regulations under which your organization is funetioning?

Is there any evidence of conflict of interest existing between
the organization and any of its board members? Do your Bylaws
make provision for handling such a situation?

Have you reported to the Internal Revenue Service that you are
a public charity, as opposed to a private foundation? (if -
applicable).

Are all required reports being filed properly and on time?

Are you in all aspects current in complying with the Internal
Revenue Code and any other governmental agencies which may

be appropriate?

If the organization is expending money from a trust (or from
a grant) are the terms of the agreement being met?

Are all contractural arrangements current between the organi-
zation and

purchasers ef service (grants, contracts, services to
individuals)?

providers of service (grants, contracts, services to
individuals)?

ma jor suppliers?

housekeeping services (snow removal, landscaping, janitor
services, etc)?

Iff the organization is currently leasing property, have the
options for renewal been checked?

If the organization owns property, are the taxes paid or
properly waived?

Are board meetings held regularly and well attended?
Is a current financial statement available at all board meetings?

(For governing boards only) Does the board review the Execu-
tive Director'<e performance annually?

(For governing boards ou]y} Are the business expenses of the
Executive Director reviewed regular’y and is prudent judgment
being used regarding such expenses?

over




Is

SO

the organization employing properly licensed staff if

required?

Are you aware of the major provisions of the Employee's
Retirement Income Security Act of 19742

(If you are doing any fund-raising) Are you aware of the

Better Business Bureau's Standards for Charitable Solici-

tations?

Are the organization's employees and volunteers who handle

funds and property adequately bonded?

Do

you have adequate insurance protecting the organization's
property?

vehicles? '

employees?

service volunteers?

board members?-

After reviewing this checklist, do you feel that you have been

fully informed of your responsibilities as a board member?

Dorothy Balfanz-Teas




Document #10 58

LEGAL RESPONSIBILITY SITUATIONS

1. What would you do if a member of the Board was compensated for services
rendered in carrying out the Society's business?

2. What would you do if an employee operating an Easter Seal motor vehicle
negligently injures a pedestrian?

3. What would you do if members of the Board did not attend meetings, read
their mail, or take an iu-ﬂi 9 in the Society's operation and a decision
resulted in a law suit charging careless depletion of corporate assets?

4, What would you do if a Society has unreasonably high administrative and
fund raising expenses, as compared to program expenditures, for several
consecutive years?

5. What would you i do if a Board member who sold wheelchairs offered to be
the Society's previder of wheelchairs for its equipment loan program?

6. What would you do if a client was ‘anrej while receiving treatment at an
Easter Seal center and the Society realized a personal injury suit as
a result thereof?

7. What would you do if, pursuant to the terms of a trust agreement, Easter
. Seals was ra.quired to expend annually a specific sum of money for the
purchase of orthopedic apPT ances and did not do so, although a need for
such appliances existed?

8. What would you do if the Society was being sued by a part-time employee
because you were not aware of a particular point in the law which
affected that employee's retirement benefit?

9. What would you do if a client was injured due to a malfunction or breakdown

of a device (e.g., wheelchair) provided through the Society's loan closet?
iety having been fired for
T

refusing an assignment given by or after receiving

10. What would you do if a former empioyee su
successive good job performance ratings?

11. What would you do if the local newspaper disclosed that one of your service
volunteers is driving the school bus regularly without holding a Class B license?

12. What would you do if it was brought to the Board's attention that a client
had falien from an Easter Seal van 1ift while being assisted by a service volunteer?

13. What would you do if the local Better Business Bureau issued a report citing
the Easter Seal Society for not having met several of the Bureau's Standards
for Charitable Solicitations?




LEGAL RESPONSIBILITY SITUATIONS, Cont'd. .

14.

15.

16.
17.

18.
19.

What would you do if your Society's audit was qualified to the point
where the auditor could not express an opinion?

What would you do if an Executive Director requested the Society to
provide him with a business car?

What would you do if an Executive Director absconded with $20,000.

What would you do if a Board meeting were called and no current
financial statement was available?

What would you do if no Board meeting were called for a year?

What would you do if the Medical Center Commission instituted legal
action to reclaim title to a parcel of land which it had donated to the
Society, alleging the Society failed to establish a medical center
within the terms and conditions under which the land was donated?
Subsequent to the donation, the Society sold the land to a third party
and the commission is also seeking cancellation of this sales contract.
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BOARD'S ETHICAL RESPONSIBILITIES

1

"We live,"said Lord Moulton, ™inder the dis-
cipline of three domains: one, the positive law
which prescribes rules of conduct and exacts penal-
ties for disobediencej; two, the realm of free
choice which is covered by no statutes; and three,
that domain in which neither positive law nor free
choice prevails. In this sphere the individual
imposes obligations upon himself. In this realm
the individual is not wholly free, since he has
accepted a responsibility. Although he knows that
no law and no individual may compel him to fulfill
this commitment, he also knows that he cannct dis-
obey without betraying himself,"™

A decade after the transition of the Sixties, the voluntary,

not-for-profit organization moves into a period of assessment,

not only by those who are involved within the sector but by

those who view it from without. The sometimes wrenching conse-
quences of consumer representation and consumer advocacy, the
heady experience of a pipeline of government funds, and the clash-

ing of new attitudes, values and philosophies has engendered in-

creasing uneasiness about the ethical status guo in the volun-

tary not-for-profit organization.
The new requirements of accounting and auditing, and the man-
dated IRS forms for tax-exempt enterprises, provide indisputable

evidence for the gus

w

tions of "How well did we spend our money?,"

or "What are our program priorities?," but there are no such easy

=

mechanics for "How ethical are we?" As a consequence, out of the

59




Stressful Sixties has emerged a new organizational morality, what
Max Lerner all tl "Ao f Virt "o
Max Lerner calls the "“"Age of Virtue.

Ethical concerns of organizations are not a recent manifes-
tation. The roots go back to the Ten Commandments of the Hebraic
culture; to the Beatitudes of Christianity; to penance in the
Middle Agss; to individual freedom in the Reformationj to the am-

bition of the Industrial Revolution; and to the sc

based on law.

Miller says these "different strands of ethical tradition
have been woven together. These sets of moral attitudes are contra-
dictory enough to be competitive--both in their institutional forms

and in their personal asps

1

In their institutional forms ethical traditions are found
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Goodman says, "...incorporation which has become a right started
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out as a privilege (under

indebted to society for the favors of limited liabilit
5

petual succession which give it immortal life."

One of the privileges prevailed in the doctrine of charitable

immunity which was based on the moral purposes of the organiza-

g
tion implicit, as previously stated, in the articles of incorpor-

o

he doctrine of charitable immunity has not

applied for at least forty years in many states. Consesguently

?

the moral purpose of the voluntary, not-for-profit corporation

is no longer a defense from public judgment of its ethics.




61

Zvery not-for-pro
tinkered with concealing a budget surplus, or inflatinz a case

load, or hiding miscellaneous 2 xpenses, or doctoring fund-raising

costs has unethically abused its corporate privileges. In terms
of its social value, any organization which has outlived its

chartered purpose, but parasitically continues to live on the
b

tt

'_I-
[y

contributed dollar, has prostituted the public wsal. L

llJ

pp

states the problem as "tension between organizational self-interest

7

Recent headlines such as "Lung Association on Probation,"
"Fund-Raisers for 2lind not Ap;roveﬁ,”s "Public Broadcasting
Admits VWrongs to Legislative Frobe,"{ nd "Study Finds Ethical
Confliect," 2 indicate thzt public interest is aroused concernin;

at least some organizations' social obligations.
These and similar headlines may have prompted some of the
responses to a survey conducted by Brenner and llolander. of

1,227 EHEarvard Business Review readers, 72 percent felt that
3 ) o

ethical standards in business were either lower or about the same

fifteen years ago. (We do not know how many of the

"J

as they were
respondents perceived the not-for-profit organization as a busi-
ness.) The study also revealed that honesty in communication,
especially manipulation of numbers, was a particularly acute

problem. Providinz accurate information to clients, in advertis-

ing, and to government agencies is a major ethical concern, accord-

D

)

ing to the survey. Inter

g

stingly enough, the 23 percent minority

who felt ethical standar

7]

were higher cited "better media coveraze
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ormed public, and govern-

These influences, however, do not reflect any strengthen-

al fiber, but rather a reaction to outside moni-
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toring. Whether monitoring will improve the internal sense of
ethics over a long period of time is doubtful. It most likely

leads to casting into concrete thz notion that the best ethic is

il

that which says, "Don't go beyond the point at which you will
get caught.”

One of the monitoring devices of the "age of virtue" is
whistleblowing, an identification given to those who feel some

indignation with the ethical environment. The word fights for

its own justification against the &merican ethic of not squeal-
ing; and indeed the whistleblowers have felt the weight of dis-

Senator Patrick Leahy (D. Vt.) headed a seven month study
of federal employees who, prompted by fear of reprisals, observe
a code of silence in reporting waste and wrongdoing. Released

ne Whistleblowers. Supervisors

and fellow workers were interviewed, and
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25 percent of those who had experienced reprisals did not hold
up, thers nevertheless was no protection for those wrose stories

did. Nader, himself the editor of a book called Whistle 3lowing,

s

tn
)

)

o
ct

suggests that legislatures "should gr the power to penalize a

D

r compensation for the employee

5
A

vindictive employer and to o

H




who has been fired because of whistle blowing.
It appears therefore that without a code of ethics, includ-

ing enforcement and protection procedures, morally muddling

through may have become a standard operating procedure.
Fortunately, there are some clues scattered throughout the

literature which provide an alert to generally unacceptable

ethical practices. Nad

lf
H

s Cunninggim, Andrews, Taylor and
among others, each in his own way identifies those areas of

ethical wea'tness which organizations, sometimes unwittingly, allow

to slip into their procedures. Innocuous on the surface, they

T‘!‘

ultimately tend to erode the conscience of the organization.
Synthesized, we call them the "Ten Alerts."
1. (a) Involvement in commercial =nterprises unrelated to
the not-for-profit status

(b) Financial transactions unrelated to not-for-profit

unctions; i.e., borrowing to accuire productive

B
¥2]
163]

ets; making loans for private advantase; and

Q
N

tive trading of securities or speculative practices

N

1
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(travagant fund-raising costs
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goals by fund-raising goals

funds to the avowed charity or
beneficiary
% Lack of velunteers outside of board member volunteers

icit
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alifications for board membership

i)

(b) Over representation on the board of a particular

social viewpoint: ioctors, lawyers, business execu-




(d) No limit on tenure for board members

o
1~ 4 1 ~ Z\J/
(e) Payment of a fee to board members
Ji Poor administrative procedures
O Organization's service duplicated or being done

10. The assumption of virtue

is respornsible for the moral and ethical cnnduct of an orgsniza-
tion?

The Harvard Business Heview survey, mentioned earlier in

this chapter, also elicited from the respondents that they looked
to their superiors (their bosses in the management hierarchy) for
ethical guidance. . If, as we believe, the governance of an organi-

o

zation is in the hands of the board of directors, and if, as we

also believe, it is the superiors who provide moral guidance, then
there is no question but that it is the board of directcrs who
must carry the responsibility. Even as the governing board

sets policy for the governance of the organization, so, too, it
should set an ethiczl tone. The force of example is power squared

when it is demonstrated in the upper echelons of the organization.

Not only does the governing board appear at the top of the

table of organization, the person it hires, the chief executive

m
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officer (CEQ), fills the next top position. 1In addition to

other gualifications, the CEO is also selected on the basis of
2D

"personal gualities,""“among which is integrity. (Drucker calls

this an essential management '-.r'ir*cue.,)dj The attitudes and

philosophies of these superiors eventuvally are reflected in all

That the integrity of an organization rests in the hands of
the board and the CEO is not a matter of conjecture. The courts

now uphold the view. Professor S. Prakash Sethi of the Center

for Research in Business and Social Folicy at the University of
Texas says, "Increasingly, the courts, Congress and the regula-
tory agencies are placing the blame for corporate law-breaking

on the top boss, holding him personally responsible and even jail-
ing him...Criminal 1liability results from the defendant's respon-
sible position in the corporation. iting a number of cases
which found the "responsible'" officers guilty, Sethi says that

"sentencing guidelines from the Department of Justice recommend

that the severity of the punishment rise with the defendant's

51

relative position in the management hierarchy."™”’
Attrition of moral and ethical values in an organization
may be the consequence of a number of factors. But ultimately

these factors boil down to two: (1) a poor selection process
for board members, resulting in poorly cualified and uninformed
b = i
board members; and (2) the worship of the idol of unanimity and
’ o

consensus.,

The quality of board members in the profit-making sector,




as mentioned in the chapter on selection of board members, has
been under consideration by the Federal Trade Commission and
the Securities Exchange Commission. How the not-for-profit
organizations will be affected by this inquiry is as yel un-
knownj but whether such a threat is implicit or explicit should
not concern any organization which is fulfilling its legal and
ethical responsibilities.

A board member who is qualified in other respects should

also be ccnscious of the board's responsibility to be account-

=
cr

able to s constituents. He should also be vigilant of its
ethical responsibilities as reflected in his personal commit-
ment to the idezls of the organization.
Among the ethical ideals are two which have been more or
less recently recognized in other countries. The first was
presented by George Goyder, a British business man, who wrote

26
a book in 1951 titled, The Future of Private interprise, in

which he theorized that the profit-making organization hzd an
obligation not just to its shareholders but to the workers
of the company and to the consumers of the company's products.

In the same year, the second ideal came from Yestern Germany.

Kitbestimrunesrecht (codetermination) became a federal law pro-
vidin r labor representatives to sit on the boards of direc-

e

Adapting Goyder's suggested constituents to the not-for-

profit's donors, workers, and clients and fusing them with
CE = - . S o o " -
Jest Germany's codetermination, we emerge with the representa-

tive board. A4dd another adaption: Beardsley Ruml's proposal




that specific directors be assigned to act in the special inter-

est of either the customers, the vendors, or the employees.

Although he owes his nomination to his fellow
directors, and his election to the stockholders,
nevertheless he has accepted a trusteeship--a
trusteeship which has been created voluntarily
by those choosing him so to act as trustee,

Now as he sits on the board, the interests /of
his designee/ are his single interest. It is
his duty to know what these interests are and

to see to it that they are ccrzlizseﬂ when matte
affecting them are decided upon. ©-

In the not-for-profit organization, the ombudsman trustees

H
@
ko
=
D
0

enting the donor, the employees, and the clientywould not
only zive depth to the role of the trustee but would also pro-
vide assurance there would be an ethics overseer for the in-
terests of these important constituents.

[f one asks how the over-arching public interest beyond

any single group (donors, workers, c

?
the answer is it is done through the total board. liost state
statutes provide in the enabling laws that "The affairs of
the corporation shall be under the pervision of a board of

33
directors In this respect, no distinction is made between

tion. 4nd, to reiterate our earlier point, the articles of

incorporation are granted to promote some socially desirable

cause or to promote the public weal. The public interest can-
not be delegated to an individual. It is a collective responsi-

bility of the board as long as the organization exists.
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science. As an unknown quantity, consci
stand alone, or to turn the tide of thinking, or to force re-
consideration. All of which healthily threaten the second
factor, the worship of the idol of unanimity and consensus.
That group which prides itself on its ability to settle

issues and make tough decisions by consensus, should probe

not only the ethics of a closed mind to "different" informa-
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tion, but also the ethics of superci
should be decision-making by democratic process. Practiced

-

generally in the board, or the "inner circle," of organizations,

u

s

consensus as a decision-making device is not only dangerously
overful but powerfully dangerous. Overriding the conscience
and better judgment of even the strongest persons, it leaves

no room for nay-saying. Individually, consensus is demoral-

izines, creatine what Nader calls "obedient cogs and moral
= i =

Jehavioral scientists, especially Kurt Lewin, have shown

that strong pressures are brought to bear upon the dissident
b £ i 32, whi

member of a cohesive group. A board which uses consensus,

or concurrence-seeking, as a means of settling issues may let

the technigue override the issue. The technique becomes a

norm and the group must demonstrate its loyalty to that norm

regardless of the consequences which may disturb the conscience

of even one memher. Conscience-stricken persons may not want




to disturb the amiable "we-feelings," and thus remain silently
disturbed.

The suppression of misgivings and important doubts creates
its own false morality. Menninger labels this, '"sin as
collective irrespnnsibility.“33

people can be made to share the responsibility for what would

lifts from the shoulders of all concernesd. Others may accuse,

3%

but the guilt shared by the many evaporates i
Janls cautions against '"groupthink."” It encourages, he

says, "mutual effort among the group members to maintain self-

esteem and emotional equanimity by providing social support to

(D
4]
0
Q

ther, especially at times when they share responsibility

' .)\ o m

for making vital decisions."’~ The symptoms of

L T

are: dillusion of invulnerability, rationalizing, false morality,

4]
i
=

ence, and unanimity. Under such negative forces, that
collective conscience which even weakly may exist struggles to
survive,

The effects of "groupthink" decision-making, Janis says,
are (1) discussion is limited to a few alternative courses of
alternatives; (2) no reexamination of

action rather than to al

ially preferred by the majority; (3)

consultation with experts, sometimes within the same organizs-

tionj (5) ignoring facts and opinions which do not support

=
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‘ preferred policy; and (6) no contingeney plans to cope with fore-

seeable setbacks that could endanger the overall sucess of their

"Groupthink " or "collective irresponsibility" may relieve
the collective conscience, but it leaves the organization without
a soul. Menninger says,

The corporation never suffers from a sense of
guilt, It can kill and it can be killedj it
can do evil and it can do goodj it can be sick
and it can die. But on the other hand, it has
no pity and, no matter what suffering or _dam-
agze it causes, it suffers no remorse.

Conclusion

Drawing from the preceding reflections and literature review,
i s 3 — o Q
a basic outline of ethical responsibilities follows: 7

1. Ethical relations with clients: The organization has a

2. Ethical relations with employees: The organization has a

responsibility to provide a fair wage, proper working con-

£
]

ct
fds

ons, opportunity for promotion, appropriate fringe bene-
fits, equal employment opportunity, and good personal re-
lations.

3. Ethical relations with policy makers, donors, or volun-
teers: The organization has a responsibility to those who
have invested capital, trust, or energy into the life of

the organization. The responsibility to inform, consult,

reward, and be influenced by these persons is an ethical
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organization has a responsibility to coordinate, cooperate,

duplication of ssrvices, and human and material resources;
and jointly to contribute to enhancing thelr itual goals.
5. Sthical relations with the community: The organization

those resources., human and material, which have come from
the community and which have advanced the goals of the
oTrea ation.

policy. will list the guidineg principles of the organi-
! 3 5 y o
tance, a guiding principle could be that

no service, program or activity will be environmentally
2. Goals and management objectives will be set for all
components of the organization. These
stated within the terms of the guiding principles of the

orga nization.

3. As part of leadership development, all board and/or
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staff training programs will include concepts of the stated code
of ethics.

L. As ethical problems occur, they will be reported and evaluated
and become part of the board and/or staff leadership development
effort.

5. Feedback mechanisms will be available to clients, employees,

donors, other organizations, and the community to discuss ethic-

al problems. Feedback mechanisms could be occasional open board
meetings, open house days, audits of the "Ten Alerts," or commun-
ity forums with panels from similar organizations.

6. Each omponent of the organization will have a code of ethics

which will be enforced by the peers within that component. lManage-

ment will not be expected to assume the enforcement, but will re-
. tain the prerogative, and will be responsible for its own peer
gToup.

Aside from tests and codes and conveyances toward an ethical am-
bience, the ultimate measure is that it transcends moralism, pietism
or legalism. It is more than trusteeship and stewardship; more than
policy; and more than goals. A. A. Berle, Jr. sums it up best:

Deep in human consciousness is embedded the assumption
that somewhere, somehow, there is a higher law which im-
poses itself on princes and powers and institutions in
this terrestrial earth. Keepers of the tradition of this
higher law...are rezularly listened to with respect. They
have power, though it is not the power either of purse or
sword. b1

BExternal manifestations of the power of conscience are derived

from the accountabilities of the board. Chapter V, which follows,

explores this responsibility.




CHAPTER V
THZ ACCOUNTARILITY O
"Accountablility" is an old word, n

gon. Most of the literature on boards
1960's avoids a definition, or ties it
fused with "responsibility," accountabi

for some rather vague

procedure,

which assures the public that the organ
Some authors ascribe bookkeeping, banki
accountability and let it go at that.

organization must be accountable in f

We believe, how

rour

ewly ed off in board jar-

published before the last

ons.,

lity has been allowed to

= 4
al L

an annual recort,

behaving properly.

and audits to

ver, that an

distinct areas: (fiscal,

program, human resources, d the future. In Chapter III, under a
section on accountability, we have outlined ten specific points in
these four areszs.

Before the new "age of accountability," organizations luxuriat-
ed in rationalizations as a form of accountabiliity. They were power=-
ful in homogeneous enclaves and immune from questions or protests.
Now the new concern grows out of an awarzsness that the voluntary sec-
tor is not exempt from slipshod practices and must atone or justify.

Concerned about financial

much of

he contributed dollar is spent

tive costs; how much tax money is lost

tions; and how exnensive is duplication
According

K
all

Accountants

73

practices,

public is asking how

on program versus administra-

i
Liil

ough property tax exemp-

Fal

of services.

to Alexander Grant & Company, Certified Public

n Chicago, many potential contributors are requesting
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zations, and collaboration and coordina

Clients, volunteers, supportive civic and philanthropic groups,
and funding bodies form a constituency which deserves an oppor-

annual revort.

But what is "accountability"? Amitai Ztzioni says,
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. The presant

1. ‘What are recent t prospec

2. What is wtlook for ocur product (sarvice)?
£ {here is the target population?

L, What technical developments are affectineg usH
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. Are basic policies and objectives sufficient for the

. five or ten years?
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ocedures, programs, facilities, finaneial position,

personnel, and management?

3. What revisions should be made in major and minor plans?




. The second approach to accountability, and the one most
difficult to define, comes from the social scientists. It is
two-fold.

The first is "human resource accounting," a theory of

Rensis Likert's. Reporting on this theory, Koontz and 0'Donnell

say that when managers are asked to estimate how much it would

cost to replace the human organization, they "come up with

very high estimates, exceeding three times annual payroll...
Yet, in commonly accepted accounting, the value of this asset

is not shown in balance sheets..."
Obviously not generally practiced in either the profit-
v £ J p
o, £

or-profit sectors, it seems reasonable that

making or not-

the latter, usually ogerating in the

(V)
=3
(D

na of human services,

sfa

0

[

. would find practical sat tion in the adoption of human

resource accounting.
Koontz and 0'Donnell say further:

To cover the entire spectrum of human resources,

the originators of this kind of accountingz would

have it include not only the asset represented

by people within the enterprise, but also values

represented by client* good will. They point ou

two deficiences of ordinary accounting. When an

enterprise is investing in human capabilities and
values, conventional accounting practice involves
writing off these costs nrn“:ﬂ operating expens-
es, thus...balance sheets are understated.

Davis explains it thus:

Through determ
estmer

ining
that inv 2pt, a

1 + awvmA 11 $ 13
investment and util

- ™ -
ouzh measure of retu

T

* The word "client" has bzen substituted for "customer."
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assessment will reveal how well the human resources have been
utilized. The investment and its uwtilization establish a

igh measure of the return on the investment.

For example, assume that the fund-raising division of an
organization has too many people for the job required and many
of them are working below their skill level., Human rescurce

— - P

as & misaplropria-

accounting will bring this matter to ligh

f resources because the extraz investment in them would be
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considered in ccmputing return on inv

1er example of misap J“DFI‘_C'LT:'(] numarn ITesources,

one may consider the volunteer. T

'he good will, willingness,

and adaptability of the wvolunteer are frequently offset by
nAnT Nla 1o t-n-g': T nor l_ﬁ* af intezrryratinn rnd '71_1;“'_—“_,
poor planning, poor training, lack of integration, and illogil

cal use of skills and talents. In other words, there is very

little investment made. However, the volunteer is not "free.,"

he word "client" has been substituted for "customer."




Even at the most minimum, unsophisticated level of volunteer

utilization, the organization has an investment in staff

-

time for explanations, instructions, and supervision. Per-

juisites, such as meals or carfar=s, may alsc be addesd to the
expense. In more highly developed programs, there is a direc-

¥

volunteers, office and locker space, and uniforms.

hese investments in the volunteer, offset by the value of

the volunteer's service and the volunteer's good will, reveal

the eccnomic worth of this particular human rescurce. If

the volunteer is working below potential, for whatever reascns,

the accounting system will show the worth to be devalued.
Eecause many board members of not-for-profit organizations

understand data which is stated in fiscal terms, human resource

accounting may be more meaningful to trem than information

which is so often stated in less specific staffing pattern

The literature indicates there is some interest in human
resources accounting. However, either it is too radical a

departure from tradition,or there is insufficient evidenc

7]

to demonstrate its practicality for it to have become
generally acceptable. However, one profit-making enterprise

has been using this form of accounting since 1968. A copy of

its balance sheet is shown on the following page:

Al




CONTROL OF OVER ALL PERFORMANCE 653

“THE TOTAL CONCEPT"—R. G. BARRY CORPORATION AND SUBSIDIARIES PRO-FORMA
(FINANCIAL AND HUMAN RESOURCE ACCOUNTING)

11964 1949

Financial and Finaneial
Brrlanee sheel

human resource  only

Assels

Total current assels S10.003,628 510,003,628

Net property, plant and equipment 17707 1.770.717

Excess of purchase price of subsidianies over nel assets 1,188, 704 1,188,704
acquired

Net investments in human resources 9RAE 094

Other assels 106,783 106,783

514,055 926 $13.069,832
Liatilites and stockholders” equity

Total current liabilities $ 5715708 $ 5.715.708
Long-term debt, excluding current instaliments 1.935.500 1,935,500
Deterred compensation 62.3680 62 380

Deferred federal income taxes as a result of appropriation

far human resources 499047

Stockholders equity:
Capital stock 879.116 879116

Additional capital in excess of par value 1.736.253 1.736,253
Retained earnings:
Financial 2.740.875 2740875
Appropriation for human resources 493,047
Total stockholders” equity 5,844,291 5,156 244
$14.055.926 $13.069,832

1961 18960
Finaeciol and Finaneial
Stitemend of income bt

resonren only

Nel sales

$25 310,508 $25.310,588
Cost of sales i16.275.876 16 275,876
Gross profit 9.034.712 9,034,712
Selling, general and administrative expenses 6.737.313 6,737,313
Operating income 2.297.399 2.297.399
Other deductions, net 953177 953177
Income before federal income laxes 1.344 222 1.344,222
Human resource expenses applicable to future peniods 173.569
Adjusted income belore federal income taxes 1.517.791 1.344 222
Federal income taxes 730.785 544,000
Nt income $ 7B7.006 S 700222

Fig. 31.3 Finuncial stulements reflecting hinan resources af the H. G Barry
Corporalion
SOURCE: 1969 R. G. Barry Corporation Anntel Bepart, po 14 From W. G Pyle, “Maoni-

toring Human Hesources—'On Line',” Michigan Bosiness Review, vol, 22, no. 4. pp-
=32 al p. 28 (July. 14970).



81

ability is visible in the client/community representative on

the presence of the "outsider" on the board was the first break-
through to the new accountability. A4Although the entry was a

form of token participation, it nevertheless allowed access T«

=9 v " J
a higher level of participation for policy making (as ranked by

Sherry Arnstein). Neil Gibert says that when the recipients of

I
A

e
(4]
ct

service see people 1 hemselves in "positions that influence

service delivery decisions, they are guaranteed access and

- -4 1
accountability.”

Still within the concepts of participation, the "system"

(D

PIJ

accountability has been broken down inteo three compone

12
by Ritchie Lowry. These cocmponsnts are:

-
o

o}
c
n

BResponsiveness: Occurs between leaders and constituents*

when political channels and avenue
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each can make their basic needs and desires known to the other.

Accessibility: Present

5
D
o
ct
e g
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meaningful, permanent, and mors-or-less face-to-face context

for the relationship.,

Availability: Refers to the potentiality, based upon

responsiveness and accessibility, for quick mobilization of
leaders by constituents and constitue

major problems.

*Lowry uses the word "citizens."
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l Thus, within the concepts which have been developed from
management and the social sciences, a checklist for board
accountability may ask:

l., Can members or volunteers or clients easily and

(oh

effectively make their desires known to the boar
N 13
and vice versa?

2. Is the mechanism for mutual board and constituent
accessibility--such as regular open meetings of the
board and at least some general meetings of constit-
uents at which all or most board members are present
and formally accessible for interaction--a permanent

and meaningful one?

3. Are there effective ways for constituents to quickly

through petition procedures to force board attention
on some issue or to hold special meetines with board
members and organization constitutents?

L. Can the board likewise mobilize the latter quickly

=

and effectively when needed?

\n

. 1Is there evidence that the organization has loneg-
g 4

and short-range plans toward achieving specific

.

objectives?

6. How are resources (funds, property, personnel) moni-
tored to assure optimum strength?

7. FI5 t£h

(D
H
4]

1

an annual assessment of the strengths and

weaknesses of the organization?




3. What evidence exists outside of the annual meeting
or the annual report that management practices are

relevant and sound?

Accountability is complex and arduous. A hybrid concept

emanating from the disciplines of management and social

-t

science, it invites espousal but has few knowledgeable or
sincere adherents. Without a substantive and stamndardized

process it does not create dis

o
o
T
.

iples However, the board
which is willing to develop its own concepts of accountability,
and to practice and advocate them, will have achieved an in-
ternal and external reliability which will demonstrate that
accountability is not, in Etzioni's words, a "term for a thin

1Y

< 1
ervice,"

w

cover for inaction, a form of lip




CHAPTER VI
OBSERVATIONS ON THE BOARD AS A CHANGE AGENT

Document #11 Participation and Group Judgment

Any board which perceives a weakness in its operations (role,
responsibility, ethics, or accountability) must be able to effect
positive change., The ability to change, however, is not inherent
in every board. This chapter is a report of a purely exploratory
endeavor to identify certain "readiness factors." I have some
doubts about including the subject in this thesis, but the abun-
dant literature on the subject of change prompted me to under-
take an experiment, which may show future promise. Its limita-
tions will be obvious. Some of them will be commented upon at the

conclusion of the chapter.
#iti#
Some unknown but contemporary philosopher has said that any

organization which is satisfied with the status guo is already

behind the times. Changes are occurring so rapidly that, accord-
ing to Drucker, it is necessary to anticipate a future that has
already happened.l

In fact, even the assumptions about planning for change
have changed in the past decade. One assumption in particular
has prevailed in most voluntary, not-for-profit organizations.
It is identified as "truth-love": a theory of change "based
on gentle nudges of growth...that is, with sufficient trust

and collaboration with valid data, organizations would 'get it

8L




together,' /and/ progress monotonically (and even monotonously)
toward some vaguely defined vivid utopia..."

In human service institutions, change generally has been
revealed in case load, dollars raised, and numbers of employees.

Now, however, with new accountabilities to constituencies with-

[N
Ll

in the organization as well as outside the organization, the

pressure is not to set objectives to maintain "numbers," but
to change to objectives which will affect quality of service.

The specific of change, however, is not as important as its

inevitability. "Most students of our society agree that the
major invariant is the tendency toward movement, growth, devel-
opment, process: change."3 There is no alternative as the
"forces of change now present in the environment”" will force the
organization to change ::1n§,'\~:a;xr."}+

Benne says:

Larzer social systems ordinarily depend
on small groups in formulating and matur-
ing their policies and programs, whether
the small group is a committee, cabinet,
or board. Thus, change in the composi-
tion and functioninz of such a strategic
small group may produce change also in
the wider social system which is depend
ent upon that group for guidance and
direction. 5

The implications, therefore, are that the governance of
the organization must nurture an expertise in the abllity to
change and to be changed, and not assume that "truth-love'" will
suffice. The board, in its governance role, is the cell through

—

which the impulses of change must flow. Exercising its prerog-

atives of setting policy, determining program, and planning,
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its capability as a crange azent can result in progressive per-
formance, opportunistic options, and creative processes,or it

can result in the status aguo.

The instrument which evolves in this chapter draws
the most part upon clues found in the 1i
scientists, It identifies nine readiness factors as follows:

I. Strong "we-feelings" (Lewin); sharing in decision-
making (Marrow).

II. Group esteemj group identity (Marrow, Havelock and
Benne)

I1I, Deviation from norms; locomotion (Cartwricht and
Zander, Havelock and Eenne)

1ity of product or services

[

IV, Appraisal of goalsj tangib

(Terreberry)

I

V. Cohesiveness, power, prestige relationships (Lewin,
Cartwright and Zander, Naylor)

VI. Fact finding; action-research; knowledge utilization;
(Lewin, Marrow)

VII. Equilibrium (Chin); pressures (larrow); tension
(Lewin)

VIII. Internal/external domains, boundaries (Jayaram);
dynamical whole (Lewin)

IX. Information (Terreberry); transmission of information
(Havelock and Benne)

Adapting these factors to a survey instrument requires com-
prehensive knowledgze about the organization. For instance, major
goals and subgoals must be used as a test for goal displacement
as well as for ranking of sub-goals. In order to assay the board
members' perceptions of its environment, it also is important to

Znow something about the organization's internal and external

L

constituencies such as clients and their families, community support,




and national affiliations.

given to formulation, determination and execution of plans,
policies, and programs. These activities are handled in a part-
nership between the board and the Chief Zxecutive 0fficer. There-
fore, a test for the ability te change should involve both part-

ners; however, in this case only the board has been studied.

In order to relate the factors to the survey question,
somne background information about the experimental zroup is
needed,

Among other state Zaster Seal Societies, the Iowa Society

nfluential or

Jds

is recognized as an outstanding and
Its executive director has held positicns of prestige not only
with the national assocization of Easter Seal Executives, but

within other national professional grcups. The board of the

Towa Society has had effective leadersnip as evidenced by the

moved into the National Laster Seal Society at high levels of

Its most visible effort is Camp Sunnyside, located in a

for handicapped children and adults, but is also the center
icapped persons, and
a loan center for equipment for the handicapped. It is financed

-

principally by contributions ranging from a few dollars to

handsome beguests. Mzny skilled persons, such as union carpenters
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and electricians, have donated their time to constructing the
camp. It enjoys favorable attention of the media, statewide
as well as locally.

It was a forerunner in studying architectural barriers and
later influencingz the legislation which established federal
regulations for eliminating architectural barriers in federally-

financed new construction.

The National Easter Seal organization freque

=

t

[

y calls

upon the Iowa Easter Seal Society board or staff for testimony,

for pilot studies, and for leadership or direction on various
issues.

Following are the readiness factors and their correlated
questions as used in the survey instrument, Document #11, "Parti-
cipation and Group Juigment." n analysis of the resvonses is
included with each factor. For convenience, tabulation of most
of the responses 1s shown in the analysis. O0f a possible 23
r=sponses, there were 15, or 65%. The survey was made during

a board training session.

I. OStronz "we-feellines" or "proup mindedness"

Lewin says, "The chances for re-education seem to be increas-

.
. . o s
ng' is created. White and

e

ed whenever a strong 'we-feel
= g ; 4 . m; 7
Lippitt say that "group mindedness" is based on the "we-I-ratio."

In my opinion, thers are at least two elem=ants which contrib-

ute to the "we-feeling/group mindedness" factor. They are (1)

sharing in decision-making, and (2) equalizing of status levels.
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the same way that he believes in himself or his group.

1A
+ HQ
- i r

Q4 1D
Statemen

-
A, Rely on my own knowledge ami
information
B. Hely on infc staff
=
e
™
D.
iie
=
:‘.
A -] pam T
Analvsis of Fzctor VI
' Hesponse: D. plus staff
(]
/
w oy e A B £ S [
B ‘n."'l_r" on staff information ‘_:1_‘5
"outside expert" 6
A. BRBely on my own
informa tion
~ r 4 Y - 3 ~ T oo Fo s o
to accept information from staff as
- = . ”
Apparently there is a feeling of
i A L i 2t o | e : 1 e e X3 I
between board and staff in the sharing
of information. Communications are open. have already indi-

cated high group esteem wh

T s B
fact that they

do not feel threatened by information generated external to the
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relative to cohesiveness, they indicate a high status. wrwitz
e I = | o o ~ hoe ~ - - -y o =
says, "/highs/ since they ar ore secure by virtue of their

status than lows...will be less threatened by participation in
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discussion situations." Lippitt proposes
low" theories, such as,"The group member is more likely to

'contage' from the behavior of =a
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"The group member is more likely to accept direct attempts to

influence him which are initiated by a high power fisure."<
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These specific theories cannot be identified here, but the

)
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response nevertheless reveals a good adjustment in the group.

ney are able to work comfortably in a tension-

. Factor VIII: Internal/external domains: boundaries; dvnamical

The board is not a closed system. Its decisions and actions

when implemented or transmitted will affect other parts of the
™\

3
(=574 + P ™ e | s T eyt 3 - 1~ LR S - 3 3
system, to paraphrase Lewin. I wanted to know how this board
oo A 2 o L I oyt e e o o~ 5 e S S L ANET i SO =~ o~
perceived itself in relation to other parts of the system, an

if there was any consensus rezzrding these relationships.
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at the meeting (2)

erence/ some difference/a l1lot of
difference
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Statement #12: The information I am gottinz from
the Towa Easter Seal Society is
L T, L. "~ A = nd s 4=
not enough/just zbout right/tco much
Analysis of Factor IX

The board is satisfied with the amount of information it is
receiving. (Of course, the statement does not deal with the

guality of information.) The problem of processing information

tn

is not an issue. Terreberry, citing James Miller, says, "Up
to @ maximum which no living system has yet reached, the more
energy a system devotes to information processing (as opposed
to productive and maintenance activity) the more likely the

system is to survive.," This rem

D

rk seems a little overstated.

it}

fo b S S 2 4=ty AT T ) = =~ e 2 - catne Ine
My observation is that a board which spends time processing infor-
mation mav neclect other essential matters. If it operates on

the basis that it cannot make a2 decision until it has all of

come a time when the board recognizes it has reached the optimum
lavel of information and must make a decision. It must accept
the conseguences if the decision is wrong. To allay some of

€

o)

the concerns in this regard, the board should be reassured the

act.

it does have 2 repository of collective wisdom upon which to




#15 are

=

Statements #14 and

unrzsl

factor. I was interested in finding out whether the board saw
any need to make any chanzes, and if so, what they were. The
resvonse to this guestion zlso would give me a clue to the
"mental health" of the board as I firmly helieve that a2 boarc
which is satisfied with the status guo is a victim of smuzness
and may have lost its dynamism. Dynamism, too, is relevant to

-

there

A4 4

change about the

Eoard

s At

Statement #15: If there
C T_: out 'L
it would

St
of Staterents w#l14 ar

tabulation of resvonses

=

’ -~ AMNE
were 0

thing I could

T o P
lowa Baster Sezal
would be...
meaT AN h e : A hoa
vere ON& thing T could change
lowa Zaster Seal Society,
._34..0

(which is

—~

or change.

relations

suggestions for improving
< oreanizati T arec

G organization or dTEas
the Society, suggestions

S
rankea

above money

tabulation with the board,
ey would undertake first,

P ] A ~ - +

5.’ An ad hoec committee

was appointed at that time to study the issue. This zectiosn reveals
two strong characteristics of the becard, and reflects on its
ability to change: (1) willingness to move guickly if the need




Developing and using this survey has been an interesting ex-
perience for me. I am now sure that it does not have enough

credibility to justify its use in its present form. Using a modi-

fied version with other groups has only confirmed my belief that
the potential is there, provided it is refined.
For instance, some of the language is ambiguous., "Prestige,"

in Statement #8, is one word I would change. MecClusky says,

"

ige is not a self-report term,"”” and my problems with

D
tn
cr
'_l
ufq

Pr
Statement #¢ prove it. Comfort" is another varne word. In
Statement #1C, I would now substitute "trust" or "approvalll
In Factor III, an optional gzoal shcould be of fered when test-
3 k 3
ing for goal displacement. In Factor VII, I would follow the
clue found in Cartwright zand Zander (when probing for differences
of opinion). They say, "If differences of opinion exis

a group, forces will arise on the members to restore unanimity

ins trument would be to eliminate "azre=s-disagrea" responses, ard

use instead a rating scale of 1 to 5. Based on simple manifesta-




10k

various factors, I am not sure how one would interpret the readi-

¢ 1 indicated ezrlier
lem, 8 1Indlcateqa earliiez

1
i1
r
W
A
'

Admittedly an awkward attenmpt 1

seexing information, I
shall nevertheless not abandon the project, but will continue to
use it and modify it until T am convinced it shows no promise.

. One of the most imminent opportunities to test for ability
to change is in the board's role in labor negotiations. Tradi-
tionally a guiescent sector of the administrative process of the
voluntary, not-for-profit organization, labor problems are becom-
ing more complex. Consequently, the board may have to reverseits
disinterested or hands-off stance in this arena, and change its

role to that of an involved bystander. This role-change is dis-

cussed in the following chapter.




10.

Document #11

PARTICIPATION AND GROUP JUDGMENT
AGREE

105

DISAGREE

When our board is making decisions, each person has a chance
to speak his mind before the decision is made.

Decisions made by our board are not "rubber stamps" of
decisions already made by a powerful few.

Most of the decisions made by our board are important to
the work of Easter Seals.

Our board is better at making decisions and in conduct-
ing its work than most other boards of similar agencies.

If, for very sound and practical reasons, the Easter
Seal Society should expand its program to support the
mentally and/or emotionally handicapped, 1 would

If, for very sound and practical reasons, the lowa
Easter Seal Society should move its headquarters to
downtown Des Moines and relinquish its interest in
Camp Sunnyside, I would

I appreciate being a member of this board because
(check the one nearest to your attitude * ONLY ONE)

a. Its decisions usually are sound

b. It makes decisions which help handicapped persons
directly: camp, crafts, equipment loan

c. It makes decisions which enable others to help
handicapped persons: laws, legisiation, regulations

d. It makes decisions which raise money for the
handicapped.

e. It makes decisions which help other Easter Seal
Societies do a better job: County, Local, Municipal,
State, National.

Most of the members of the Iowa Easter Seal board dre regarded as
persons of (circle one)

low prestige medium prestige high prestige

As a board member, if I should need information to help me vote on a
difficult issue, I would prefer to (check the one nearest your attitude

Rely on my own knowledge and information

Rely on information from staff

Rely on information from an "outside expert”
Rely on my knowledge plus staff information

. Rely on staff information plus "outside expert”
Rely on what other board members are saying

- o0 o

- ONLY ONE)

When the board is in session, everyone feels comfortable with those board

members and staff members who are present AGREE DISAGREE

(OVER)
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13.

14.

15.

After decisions about Camp Sunnyside have been made by the board, those

decisions should be transmitted to the following in this order.

(number the following items in the priority you think information should
be forwarded, 1st, 2nd, 3rd, 4th, etc.)

absent board members

members of the staff who are not at the meeting
fund-raisers

Easter Sea! clients or their families

R.A.C.'s

The National Society

Iowa House of Delegates members

other state societies

those who were at the board meeting

others, such as

The information I am getting from the Iowa Easter Seal Society is
not enough just about right too much

To other Easter Seal Societies, the decisions we make as the Iowa
Easter Seal Board make

no difference some difference a lot of difference

If there were ONE thing 1 could change about the Iowa Easter Seal Board,
it would be

If there were ONE thing I could change about the Iowa Easter Seal Society,
it would be

Dorothy Balfanz-Teas
6/77
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IN LABOR NEGOTIATIONS

Behind strategy lies policy. Management certainly has
the responsibility to make policy, and the ultimate authority
in the hierarchy of management is the board of directors of the
organization. The Chief Lxecutive Officer may have the author-

ity to decide and execute activities, but the parameters are

ixed by the board. It would seem, then, that the strategy of

¢4]
(4]

labor negotiations must begin at the highest level; not to de-

termine technical and mechanical tactics, but to amplify on

ke

principles which would be involved in negotations, such as atti=-
tude toward unions, public/community relations during negotia-
tions, the limits of compromise and the patterns for coopera-

tion or capitulation, among othe

H
m

It seem

0
S

especially important in the not-for-profi

*C

izations that the board, usuall

m

y representative of the public
constituency, have a voice in planning strategy. Depending

upon the public for support financially and philosophically,

these organizations look to their beoard

(4]
ctr

o provide this link-
age. The negotiating team which does not reflect the attitudes
of its board, i.e., constituency, places its institution in
jeopardy.

It is unlikely, and in principle unwise, that a board

]
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would involve itself directly in labor negotiations. Specific-

s I =Ty 2 o +* s - i ey 8 o o~ D Y
ally, it is unwise for the board president, or someone at a

H - + ¥ Fed + 3 -~ + - - - 3
similar level, to be on the negotiating team. LN erson with

es the negotiating process. Hanna-

- M3
ve a orass
~+ e = .~ o L —— = . p - |
hat" is a source of distraction to any conference group, and
his power to make decisions may upset the delicate balance of

previously enunciated policy rather than expediency. Buttressed

J o

with policies from the board, stated broadly enough that the

8
m
]
e

negotiating team has latitude to exercise its own judern
(but precisely enouzh that the limits are known), the negsotiator

is free to develop his own techniques and strategies. Questions
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arify policy

ssues are:
. What are the objectives in sach issuve?
2. Which objectives are not negotiable?

3J. What tenets do you wish to sell?

4. What are your strongest points?

B that is the total plan?

6. What are the anticipated needs of the other side?
7. Will the meetings be open or closed to the public?

S. Who will make the announcements to the media?

9. What

b
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ions are all:

0

onces

L3
£

0. How will volunteers be affected? In case of strike?
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will it be necessary to bring in experts?

Do we have a stronz negeotiating tea

hat are the justifications for the board to be con-
this arena® Yhy not follow a simple policy that the
" negotiations is in the hands of the chief executive

Thera-are five considerations to this question:

abor neg ‘Hﬁ_ﬁna are now in a state of dramatic
nansge cauued by, among other things, new and
ifferent attitudes of the work force.

"The continued succ

ng states, ess of labor arbitra-
t certainly depends on its ability to respond to
2
" The "new needs" do not necessarily supplant the
re in addition to tkem. The old issues of wages and
provided the base for new issues such as personal
s religious beliefs, fraternization, use of personal
d coffee making.B In a survey of young members of the
conducted in 1969 by the U. 3. Department of Labor,
evidence that they placed "more importance on the in-
nature of the work, on their opportunity to develop
special abilities, and on their chances for pramotlad.”h
Studs Terkel's characters in Working says, "The almighty
not the only thing in my estimation. There's more to
treated. What I have to say about what I do, how I
can concentrate on the social aspects, my r¢ghts."5
tions also are changing. In a projection through the

e U. S. Department of Labor foresess for

a

great demand

in Y“occu

m

ost education and

i




States have increased from 3% million in 1940, to 7% million in
1960, and an estimated 13 million in 1975. The introduction of
scientific and professional workers into the work force. notably

in the human service agencies, adds another element to present

and future negotiations. Believing that labor and professionals
asserts that it is quite likely that the professional employee
will reject the union and will either align himself with manasge-

ment or will rely on his own professional organization to rep

e

)

7

M
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Sl

sent him at the bargaining table.” Thus, the agency may be enter-
ing into collective bargaining with more than one union.

As one employer said, two unions may be more desirable
than several. In the hospital and health field where there are
numerous categories of employe=ss, it is quite possible that
as one hospital administrator put it, "We could end up with

thirty-1

r different uvnions...(We hope we) will have to dezl

=

v . s 4 ' Q
with only two unions, at most."

II. PFrofessi pcia
Trole as ning
the barg able
their mc tion

T!

e concept of the professional

gnowledge, is that he shows a

tude toward his job which sets him
workers. ot only does he have

jAh}

commitment to his own profession and professional organization;
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is their union, the strike had the support of two leading lew
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. York City newspapers. 1The strikers won their polnts.

4

oluntary not-for-profitorganization may n
ble to assume that its labor nezotiatic
S.1 B

DI1S
igned to just any available person on th

Collective bargaining is an annual ritual (assumins a one-
year contract), and the core of bargaining, as the word implies,

is negotiation. Consequently, as one session of collective bar-

gaininz ends in the signing of the contract, preparations for

Bernstein has analyzed the increments of a plan for nego-
tiation and has charted them intoc a yesar-lonz agenda with speci-

1k

fic quarterly objectives. An analysis of this time-table re-

n addition, there is much
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individual pre llection and logistical planning.

Iy

It is obvious that labor negotiations, under these circums tances,

8 o - .

are not a spare-time activity in the management of an organization.

Of course, if collective bargaining nezotiations reach an

Herrick, General Counsel of the Federal Nediation and Concilation
Service, surveyed 2 cases of arbitration to ascertain the time

lag between impasse, through all of the steps, to arbitration and

15
settlement. Here is what his survey revealed: °
Impasse to demand for arbitration 86 days
Demand to appointment of arbitrator 30 days
ppointment to hearing 51 days
. Hearine to decision 73 days

240 days




V. The not-for-profit organization should have access,
either temporarily or permanently, to a person or
persons who have some workable %nowledge of inter-
vention structures, models of change, and problem
analysis and problem solving.

' ~

measure of the future of labor negotiations may lie

3
)

in the recommendations found in the literature. For instance

Stern and Fear

tn

e say, "We need to utilize existing techniques

ion developed by the behavioral scisnces to

(_f'

esolu

o
e
Q
fou
%

I
s
(@]
ct
H

minimize the negative consequences of win-lose power bargaining.”

Herrick, Bartholomew and Brandt say, "Participatory slkills
are more and more necessary to the effective functioning of
business and industry. nl7

Hannaford, the expert on conference leadership, says 1t

important to recognize "the range and scope of human contacts"

which develop through meetings. He classifies negotiations as
[ . . . - s . .
a "Type 5" meeting, one which reconciles conflicting interests.

He says that in negotiations between union anéd management "the

expectance of acceptance decreases, primarily because of the com-

promise type of adjustment which is inherent in reconcilinz differ-
] ‘J
ences," and outlines four steps to promote acceptance and recon-

ciliation.
Drachman of Labor Nanagement Relations Service says the

negotiation is comrunication,”" which 1s a

Whether it will be through an injecticn of the behavioral

sciences, the enhancement of participatory skills, the techniques

»f conference process or communication skills,y all generally seem




to indicate that labor negotiatlons while becomlng more compleX
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may at the same time become more humane,

more responsive to the individual's neeads.
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Certainly the measure of the evolution of labor arbitration

"union steward," an adversary (to management) posi-

tion, and "corporate ombudsman, an advocacy position. The

board should take cognizance of these new subtleties and prepare
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organization to comprehend them and handle them
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with intelligenc

"Tntelligence and fairness," are these primary qualities

for a board member? The following chapter probes for answers.




CHAPTER VIII

EVALUATION OF THZ BOARD NENEER AND OF THE BOARD

s

Document #12 Report Card for the Board llember

Document #1 Rating Scale for Board Members
Document #1 Board sember Inventory

Document #15 A Rating Scale for Bo ards

Document #16 A Yardstick for Measuring the Board
Document #17 Broad Spectrum Evaluation

", ..vitality is not to be found in
things, in machines, or dollars, or
material resources of any kind.
Vitality is something people demon-
strate throqu sustained competence;
through creative, venturesome drive,
and through a strong sense of respon-
sibility..."

The board and staff of voluntary not-for-profit organizations
in the past decade have had every reason to be confused as they
have attempted to assay the competence of their operations. BRBe-
set by proliferating laws and regulations, consumer and client

aggressiveness, contributor-donor wariness, and public (in some

instances, private) investigations, they suffer from such diver-

gent appraisals that the character of their organization may b
unrecognizable.
Credentialing, licensing, and certification essentially

measure the worth of an @rganization, and there are some attempts
Lo create "industry" standards which provide a measure against

which to evaluate an or

oo

ic service or function. lany of these s




the organization be governed by a board, but the more forceful

requirement 1s the statute in all fifty states which provides

ML

in substance that, "The affairs of the corporation snall be

~» -

by a board of one or more directors."
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of the board, or of the mem-
bers who compose this body, is generally only a subject of peri-

pheral evaluation based on the results of their deliberations
as revealed througnh the organization's dezree of success. It
should be noted, however, that the competence of board members,
among other issues, has recently been under consideration by
the Securities and Zxchange Commission (SEC). Along with the
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ra e Commission, the SEC is reviewing corporate accounta-
bility as reflected in the character of the board. The SEC is

. suggesting a requirement of greater disclosure in the process
used to select board nominees, their gqualifications, and the

amount of tim

m
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incumbent directors devote to corporate affa

o
(R

ranted that these investigations are directed to the pr t-m

L

f

1
1

ng sector, it is not unlikely that not-for-profit organizations
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comrences with the selection process
initiated by the nominating committee. The criteria it establish-
es for selection are an evaiuation, generally, of the needs of
the board. (The selection process is dealt with in Chapter I,
and will not be considered here.) One of the criteria, however,

should be that the nominee is willinz to be evaluated annually.

"fter the board member has been nominated and elected, how will
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his continuing competency be measured?
Such evaluation is complicated by the fact that tne board
member of a voluntary not-for-profit organization serves out of

+

a conviction that he has something to offer. To question the

quality may be to imply otherwise and may be construed as «

o
it
[N

g

ration of his service, thus losing not only his contribution bu

s
ct

1is empathy and loyalty as well. In terms of human relationships,
an evaluation must not destroy the spirit nor create antagonisms,
and like any other procedure its effectiveness depends in great
measure upon the attitude with which it is used.
There must be some fundamental beliefs about evaluation
which must be shared by the total group. They are:

. The belief tha

ha 10 nables the organization to
improve its service to it LIt

ients

o
Fe
=~

« The belief that evaluation will lead to improvement
wnich cannot be left to chance

. The belief that the development of i lprovements is
one of the primary functions of the governance of an
organization

The belief that an opew—nlnj
to view revealed ina_euu cie
strengths--is essential to g

ed attitude--the willingness
s as clues to future
rowth and progress

. The belief that an improvement for the future is
not a criticism of the past

. The belief that a point of view that considers the gocod
of the entire organization rather than that of any one
component (Staff, board, committee, volunteer, client)
is essential in developing organizational improvements

. The belief that sustained competence must be a goal
constantly pursued

1

uch a compassionate philosophy notwithstanding, what are

he justifications for a performance review of a board member




irst, nearly every not-for-profit organization must present

itself at some time to a review committee or commission of some
sort, such as a funding body, a credentialing or licensing

board, or a gove rnmental or quasi-govarnmental agency. Although
the not-for-profit organizations are what Richard Cornuelle

calls a part of the "independent sector,"” they are dependent
upon community support for centinuation of programs and services.
Thus, in effecty they are in a constant stage of appraisal or
evaluation. (This is the organization, however, not the board.)
Second, the board, as one of its primary functions, hires,
evaluates, and retains (or fires) the chief executive officer.

To be sure, the evaluation function is sometimes overlooked,

‘.}

a' point to be dealt with in Chapter IX. HNevertheless, the respon-
sibility prevails.

Third, the chief executive officer generally is responsible

annual performance reviews are directly or indirectly part of
1is perscnnel procedures.

Professionals on the staff in some instances are subject
have standards for compestency. Zven the client is evaluated in
terms of eligibility.

Zvaluating the Board Member

All other individuals in the organization having been eval-

)
+
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D

uvated, who evaluates the board member, that component o

=

unit which provides the necessary function of governance? Does




118

there are standards of performance which are expected of him?

In CDnSideTinS criteria for evaluation of board member

performance, the most natural response is a listing of personal
characteristics. Houle's and Trecker's evaluations suggest
these gqualities. Houle, for instance, lists interest, support

and assistance, confidence, strength, and significance of ser-

e

board chairman, (a likely pattern for evaluation) cites: (1)
is informed about agency; (2) shows competence plus concesrn
plus commitment; (3) sees connection between needs and agency's

ability to provide; (%) knows how to work in and throuzh his

4]

. own organization and to cooperate with other organization
with similar goals; (9) has sense of history; (6) is aware

of new developments and trends.

t\J

To go beyo these criteria may he to touch a nerve as
evidenced by the fact that it has been seven
Paul H. Davis devised a "Test for Trustees." This test, which
should have fulfilled an organizational need, has lain more

or less dormant. "Report Card for the Board Member," Document
#12,is an adaptation. It suggests more specific behavior,
rated by a point system. It defines three to four performance

levels within each of the fol

experience not duplicated by other board members; (2) conducts

independent self-education relative to his role, to the
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ment training sessions, the members are willing

themselves, but display some reluctance to use t
c evaluate their peers. Fossibly an evaluation

of a peer review introduces a potential seed of

such as disruption of cohesiveness, or creating

-8

ancies, or ego-deflation. When asked collectiv
their own criteria, they, like Houle and Trecker
er listing abstract ideals. In fact, during on
after a number of suggestions had been made, two
nizing the similarities, began to chant the Boy

Over a period of several years, my experien

when pressed for criteria, as in the above situa
are five which remain constant. They are: atte

ence; objectivity; and vision for the future. 1
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1at the latter shows some sophistication in terms
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organization's history, philesophy, and plans, and, to
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to evaluate
he instrument

of the nature
confliet,
status discrep-
ely to set

sy Seem to pre-
e such session,
members, recog-

Scout oath.




a board does select criteria for evaluating
its own board member performance, the usefulness of the criteria
s enhanced by identifying various performance levels within
each criteria as "Report Card for the Board Member" does,
(Document #12). Then assigning numerical points to each level
provides a rangze which iIs more precise than simply "high" or

" 10-” = "

The summary at the end of the Report Card for the Board
llember, totaling all of the points, will reveal a "grade! The
"passing" mark shown in the sample is arbitrary and should be

determined by the board as a whole. Some boards which reqguire
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hieh performance and substantial commitments of energ time
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nce, may opt tc use the passing score as a point be-

Ut

. low which a board member would be asked to resign. At least,

a below passing score wouvld signal that the board member would
be ineligible for re-election under any circumstances,

4 similar, but considerably condensed, versicn of the
above is Document #13, "Rating Scale for the Board kember."

Using this metrix, the board selects five criteria for evalua-

tion, assigning each a percentage weight which is reflected

in the gradients of the point rating. The pesrcentage weights
used in the sample documant are merely suvgzestions and may be
more diversified. However, the point rating consequently will

need to be adjusted to the percentage scale. Also, if more than

bda

five criteria are selecte and the point

0)]

, the percentag
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rating would changz
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. Essential to the succe of this method,
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. it should be noted, is that the board selects its own criterila
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and determines their relative value to the total evaluation,

How the aggregate scores of the board members are used to deter-
mine the overall competency of the board, will be handled later
in this chapter.

However, there are two evaluation techniques which also must
be considered, which do not require any charts or forms. The
first is the honest self-appraisal of the board member, who, as
Houle suggests, asks himself the following questions:

1. Do I continue to be strongly interested in
the program?

2., Am I providing effective support and assistance
for the program?

3. Do I have confidence in the effectiveness of
the board itself?

4, Am I at least as well qualified to serve as
anybody who might take my place?

5. Is my continuing membership likely to strengthen
the caliber and unity of the board?

6. Is the service I am performing on this board
at least as significant as any other service
to which I might devote the same time?

The second technique is for those fortunate organizations
which have access to a skilled facilitator/interviewer. Open-
ended interviews with the board, either collectively or indi-
vidually, may help to examine aspirations, frustrations, satis-
factions, concerns, etc., about their individual experience

]

and performance.”’

Aside from the outside expert, there are at least four op-

tions as to who will do the rating. The safest is the self-
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evaluation where the board member is the scle judge of his

Other methods involve the evaluatee with other configura-

novever ,

One option may be to have the president and the chairman
of the nominating committee act as twn of the three members
(with the evaluatee) of the evaluating committee. 3ach individ-
ually does the rating and the averages are taken for the final

rat

}_r
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Another option is that two merbers of the nominating com-

mittee, plus the evaluatee, act as the evaluating committee,

and follow the same procedure of averaging scores. 1t must

be realized, however, that the nominating committee which

Q

arries the responsibility for selecting the board merb

(D

™ iR
the first place is in effect rating its own judgment and may

not be impartial. If the nominating committee has changed or

rotated sufficiently, this caution would be negated

A third cption is to select an anocnymous evaluating com-
mittee of two persons whose ratings plus the rating of the eval-

uatee would be averacad out.

There may be other alternatives, but whatever they are,

important considerations are confideatiality, discretion, and
sensitivity. Hence, the necessity of keeping the evaluating
committee small. Only the evaluatee and the evaluating com-

T

mittees would know individual scores.
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Evaluatineg the Board

The most dramatic results of individual evaluations are
the confrontation by the board as a whole of its own strengths
A | wesalrr - T l-"lrj nt ‘ahal (=0 (‘: ‘vfﬂ. r11e mn C_\"'."\D"'t. ry Nt 1 5 t
ana T,.f:cl_-._J,eSueS’ case not on some adsuz pol oy i0n ol wha
"seems to be," but on solid, self-selected evidence of what

really 1is.

"Board llember Inventory" (Document #1%), based on a point

t'_'i

system, is used as a master exhibit to reveal the amassed evi-

dence from individual board member evaluations. Individual
;]
but anonymous, scores are placed in each box on the inventory
- ?

sheet, using the color code shown in the corners of the docu-
ment. Interpretation of the color pattern is then left to the
board as a whole. Certain obwvious conclusions can be drawn if
it shows a heavy sreen/yellow set, or if it shows heavy blue/
red set. In other words, the board has been evaluated through
individual board member performance evaluations. Preserving
this "portrait" from year to year gives visible evidence of
the board's possible metamorphosis.

But there still are other ways to evaluate a board as a

whole. "A Rating Scale for Boards" (Document #13) is adapted,

the Board" (Document #16) 1is Trecker's desizn. Used by board
members to evaluate their own board, botsa have been used
successfully by many organizations for many years.

In the event that a board is seeking impressions of itself

1

from outside, a legitimate form of evaluation, "Broad Spectirum
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Evaluation" (Document #17), is helpful. As its title sug
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this evaluation can be used by board, staff, and other sectors

+r

such as community, professionals, clients, et

g0

e determina~-

(¢

s

£

tion as to where it may be used is left to the bozrd. The
results will reveal diametrically opposing impressions between
s board and community, ete., and can pinpoint
areas of tension, lack of knowledge, and misinformatiocn.

As an instrument to solicit impressions from the community, i

ct

serves as a resource for planning community relations or pub-
lic information programs. But more importantly, it might also
suggest new modes of representation and involvement by community,

10
clients, and others in board and organizational activities.

wanted, and that its purpose is for self-development and organi-
zational improvement. It also assumes that once an evazluation
system is accepted, it must be followed through from year to
year as a continuum which reflects some of the important nuances

-

which might otherwise be overlooked. Furthermore, it assumes

that the board, and the total organization, is willing to

effect the changes which an evaluation indicates are reqguired
Evaluations, however, go beyond the board and the board

member. They cover all personnel in the organization, including

the chief executive officer. This topic deserves its own

chapter which follows.




Document # 12

om ~aRD FOR THE BOARD UMEMBER by Dorothy Ealfanz-Teas (Adapted
ﬂ__‘r O;n_. -JA.._ L2 X A2 : 4 [
. from an article in the Summer obh issue of The Educational
Record, published b{ the ~m9rivaﬂ Cwchi% on Education, Washington,
D.C., titled "Test for '-_I"‘.lStF':f', by Paul H. Davis )
NAME OF BOARD MEMBE
CURRENT POSITION OR ASSIGNMZINT ON BOARD
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the success of the organizatic
do not merely duplicate
bers of the Board.) His
contributes to the round:
the total board complex
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2 pts. To a lesser
of optimum s
of such stre

gree meets criteria above but is not
sngth within the probable availability
h to the organization.

4 pts. Of some value as a member of the Board but largely
duplicative of interest and comaetelce represented
by stronger members. Substantially below level of
strength, competence and experience of other con-
ceivably available for Board membership.

O pts. Must be largely discounted as having any significant
degree of ability to contribute to soundness of boarad
decisions or effectiveness of board actions.

2. GENZRAL PREPARATION A3 A BOARD MEMEER (Total possible, 20 pts.)

20 pts. Has briefed himself/herself well on the organization's
problems and needs. Visits the office/clinic/center,
etc. Has visited similar organizations and discussed
issues of mutual concern with board members of similar
organizations. Xnows the organization's history,
philosophy, and plans. Gndeavors to keep abreast of
national and state trends and programs.




12 pts.

SPECIFIC

20 pts.
12 ptse.
4 pts.

1k pts.

O pts.

Generally knows the orqatizatiur‘a philosophy a
problems. Has undertaken some independent self-edu
tion to improve abilities as a board member. Under-
stands the role of a board mem!

ittle Knowledge but some interest in general problems
of the organization. Only sporadic interest in
self-briefing.
Almost no knowledge of, and little demonstration of
interest in, general problems of organization or
duties and responsibilities of board membership.

Prepares carefully for board meetings. Has s tudied
and understand reports and backgzround materials.
Asks probing and insightful questions at meetings;
focuses on policy. Demands and gets information
necessary for major decisions. Will conduct his/
her own additional research when he/she needs to
know more about an issue.

Generally prppured for discussion of problems at
board meetings. HKas read materials supplied for
briefing, and participates intelligently and con-
structively in discussion in a manner showing some
prior thought and consiﬂerat_on, but does not often
ask probing questions.

of problems prior

Some, but 1littl evid dy
igne most of leadership

'.'
to meetings. Jilllgna
fall to others.

No evidence of prior preparation for board meetings
Uisc:ssior participation, if any, often negative and

Enthusiastic and honest spokesman for organization.
Speaks with knowledge.

{901

Friendly. WNentions organization constructively to
others when asked.
Apathetic. No evidence of active ambassadorship.




. 5. PARTICIPATION IN PROGRESS AND DEVELOPMZNT OF THE ORGANIZATION
(Total possible, 20 pts.)

20 pts. Interested and active in planni ‘or the future of
the organization. Helps identi prospects for
leadership development. BShares knowledge and px;e
tise or identifies resources which will be helpful.

12 s Occas*o"ally takes an active intere ns-range
pl anning, future leadership, and aw: resources.
Must be encouraged to think in thes

4 pts. Little or no personal participation in prozress and
development of organization even when asked.

Appears to prefer the status quo.

O pts. Does not demonstrate any interest in futurs plans or
growth. Almost always votes against any proposals
for change.

6. COMMITTSEE EXPERIZNCE (Total possible, 20 pts.)

(May also be read in present tense.)

20 pts. Has served usefully on at least one important committee
affiliated with the board. Suv~e sted new ideas to
committee. Carried out commi ttea responsibilities

. efficiently and promptly

12 pts. Was nominally loyal to committee responsibilities.
Carried out responsibilities perfunctorily.

4 pts. Attended committee meetines fairly regu
little or no activity on behalf of comr

of

O pts. Little or no activity or sense of responsibility in
committee assignments; or refused committee assign-
ment.

7. ATTENDANCE (Total possible, 20 pts.)

20 pts. Attends all board meetings or has a valid excuse for
the few that he/she does have to miss. Shows an
interest in attending and encourages other to attend.

12 pts. Attends the majority of the board .cntin:s or has a
valid excuse, but makes no effort to encouraze others
to attend.

radic attendance, and usually offers lame excuses.

4 pts. Spo
0 1

pts. Poor attendance. Usually offer
. seem to consider attendance impc

0o 2xcuse. Does not




ssible varies.)
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If service of board memt importance to the
organization in a single cnificant way, even
though the scores in tke are low, a special
score may be added at thi y & rare situ-
ation may ariss when atte ngs is realis-
tically difficult, but the meml 1 unigue dis-
tinguished service to the board not available from another
person. No special score i be given if this special
service occurs in another ijval on the board.
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3. Specific preparation for action as a board member

5. Participation in progress and development

of organization
6. Committee experience
7. Attendance
TOTAL (80 is passing*)
8. Special service
FINAL SCORE

x* ¥ * *

EVALUATIONS (Hizhest possible score is 140 points.)
Zxcellent (120 or more)
00d (80-119)
Fair (59-79)
Foor (25=58)
Useless (under 25)
*This 1s merely & s ested '"passing" score. The evaluations also
are merely sugsested ranges. The board may establish its own
scoring system. However, it is reasonable that an effective board
member should score at least 100 out of the possible 140 points.




RATING SCALE FUR BUARD MEMBERS

Document #13 130
500 points equals 100%
i :::::::::::::‘.:.."‘..================:=====:l==::::::::: i
. ii Grade Minimum Maximum ﬁ
EE Superior 420 500 ﬁ
] ]
ﬁ Above Average 340 420 ﬁ
] n
E Average 260 340 ﬁ
n i
ﬂ Below Average 205 260 ﬁ
] n
FACTOR Point Rating
: *Weight | Superjor Above Av. | Aver Bel. Av. | Poor Total
105-126 | 86-104 | 65-84 |50-64 Bel. 49
25%
~ 25% | 106~126 | B6-104 | 65-B4 |50-64 Bel. 49
25% 105~125 B6~104 f6-84 |50-64 Bel, 49
15% 65-76 55-64 45-54 |40-44 Bel. 39 :

10% 40-60 30-49 20-29 |15-19 Bel. 19

: ,Wcm-m ey

—

=y i

GRAND TOTAL
*The weights shown on this chart
are merely used as an example,
In actual use, the beoard would
determine the weighting to be
given to each factor.

Dorothy Balfanz-Teas
6/77




Use with Report Car Use with Rating Scale
for the Board Member-- Board Members Inventory for Board Members--
Code for Evaluation et : Code for Evaluation
ate

x Nyeoo ] o L 20 g s P
é2?£g over Excellent (green) BEn S P gu““r_or (green)
97=79 Fair (orange) 260 - 3Lz rverage (orange)
25-58 Poor (blue) 205 - 260 Selow average (blue)
under 25 points Useless (red) Under 2095 Foor (red) g g
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Characteristics
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Good

ioule

the Board Rates

average

Poor

The board is made up of effective indi-
viduals who can supplement one another' ﬁ
talents.

The board represents th
are to be consulted
policy.

The board is large enough to carry all
necessary responsibilities but small
enouzh to be a deliberative group.

SRR

e bl st

b D

The basic structural pattern (board, board
officials, committees, executive, and
staff) is clear.

There is effective working relations be-
tveeu the board and the executive and
sta 5

The members
ﬁtJO,vr

o

f the board understand the
of the agency and how those
objectiv are achieved by the

n') w

L"JUJ

e
e
activ1tlc undertaken.
The board has a feeling of soclal ease

and rapport.
i of

—_—

Zach member the board feels involved
and interested in its work.

The board formulates specific goals to
gulde its work.

Decisions re made only after

C on policy a
ull consideration by all pmrtles
concerned with the decision.

The hoard is certzin that effective commun-
1t] relationships are maintained

The board has a sense of progress and
accomplishment.
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‘A Yardstick for Measuring Our Board

Suggested Criteria For Boards To Use In Self-Evaluation

Group
Nour Rating Rating
Need to
Criteria or Measures of: Yes No work on this

A, Selection and Composition

l-

The Agency has a written statement of qualifications
for Board members.

The Nominating Committee works on a year-round basis
and solicits staff, board, clientele and organiza-
tion suggestions for nominations to the Board.

The Agency is always thinking ahead and has a pool
or reservoir of potential Board members for the
future.

The Board is composed of persons vitally interested
in the work of the Agency.

The Board is widely representative of the community.
The Agency has a formal plan for limiting the tenure

of Board members which specifies rotation so as to
assure a steady supply of new Board members.

B., Orientation and Training

1.

The Agency has a clearly written statement outlining
the duties and responsibilities of the new Board
members.

The Agency has a written plan which it follows in its
program of orienmtatiomr for its new Board members.

et
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Your Rating

Group
Rating

Criteria or Measures of:

Yes

No

Need to
work on this

The Agency has a Board Member Manual which it
supplies to all Board members. The manual is
revised periodically.

The Agency has a plan for and program of Board
member training carried on throughout the year.

Board members participate in community, state,
regional, and national training opportunities.

C. Organization of the Board

l.

The Board has a simple, concise set of By-Laws which
provide clear duties for the officers of the Board
and spell out the procedures by which the Board
transacts its business.

The Board has an elected executive committee to
handle matters which may come up between meetings.

The Board has working committees such as program,
personnel, legislation, public relations, etc.,
through which work is channeled.

Committee assignments and responsibilities are in
writing and copies are supplied to committee members.

Committee assigmments are reviewed and evaluated
periodically.

Working relations between the executive and the Board
are clearly defined and understood.

g -
HeT




Your Rating

Rating

Criteria or Measures of:

Yes

No

Need to

work on this

DI

?.

The

Board and staff members are clear about their
specific duties and responsibilities,

Board At Work

Meetings begin on time and end on time
and held as regularly scheduled.

There is adequate preparation of material in-
cluding agendas, study documents, etc., in
advance of Board meetings.

Board meetings are characterized by free
discussion, genéral participation, active
thinking together.

Board meetings deal primarily with policy formu-
lation, review of plans, making broad authoriza-
tions, and evaluating the work of the Agency.

Routine matters, that is, items requiring official
action, but little discussion, are handled with
dispatch.

Minutes of Board and committee meetings are
written and circulated to the members.

Regular reports of committee work are made to
the Board.

Individual members of the Board accept and carry
assignments within the area of their special talents
and competencies.

GET




Your Rating

Rating

Criteria or Measures of:

Yes

No

Need to
work on this

10.

Board and staff members work together on
specific programs and projects from time to
time.

Executive functions and direct services are
left to the staff.

E. Evaluation of the Board

1.

Board members give sufficient time to the work
of the Agency and have a good record of attendance
and support of the Agency.

The Board conducts an annual review of its own
organization and work.,

The Board has an agenda of future plans for the
Agency scheduled in terms of program priorities.

New leadership is emerging constantly from the
Board and its committees.

The Board participates actively in community-wide
social welfare planning programs.

Prepared by - Harleigh B. Trecker
School of Social

Work

University of Conn.

afT
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RROAD SPECTRUN ZVALUATION

1. What is the purpose of the board

2. Which of the following terms describes the board?

efficient inefficient
friendly closed corporation

apceptilg of wasteful of talents
elderly
2. How does the board respons to crises (check One
by investigating the facts
emotionally
slowly
. positively

don't khow

4, Are competent leaders usually available

ct

ds

for el ve offices? yves no don't know

)

-

for comnittee chairmanships?Y yes no don't know

yes no don't know

5. Are there any problems in finding leadership?

the guality of the board's deliberations? yes no don't know

the range of the board's deliberations? ves no don't know
the appropriateness of the board's
deliberations? yes no don't know

7. Do board and staff share problems before they reach a crisis
staze? yes no don't know
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10,

11,
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Which one of the following seems to describe best the
community's concept of the organization? (check one)
hardworking, but static il
hardworking and progressive

a social club for persons with leisure time

conecerned only aboul money .

concerned about serving the community

Winich one of the following seems to describe best the
concept the staff has of the board?(check one)

helpful

knowledgeable

a member of the reprasentative of
team the establishment

interfering fund raisers

Which one of the following see
concept the board has of the

nmowledgeable werth listening to

ineffectual not worth listening to
a valuable ad- ovaerbearing

junct

capable of carrying fund raisers

out new projects

Do you think the board represcents tae total community the
organization serves?
yes no don't know

Do you regard the board as a source for help in determing
community attitudes?
yes no don't know

Which do you consider the board is:

service oriented? money oriented?

L]

Is the board involved in long-range planning?

yes no don't lknow
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Does the leadership of staff an
regularly throuzh formal meeting
informally
pccasionally

programs 7
no____
sugecest new idea
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and new

yes
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don't

17. VDoes staff encourage
and new programs
yes no
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18.
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Document #18 A4 Report Card for the Chief Executive 0fficer (CEQ)

(CE

It has been said that evaluatinz the Chief Zxecutive Officer

be viewed as a threat, a ritual, or an opportunity. What
should also be added is that it is usually a myth,.

That a formalized, regular assessment of the CEO's performance
is seldom dene may be attributable to a number of reasons. The
power center may create a barrier to evalvation. The CEOQ may
be so strong and forceful that he completely dominates the board,
which, under these circumstances hesitates to presume an assess-
ment. Conrad and Glenn say, '"Professional dominance results in

rubber-stamp boards, and lay dominance resul
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of the operational authority of the staff and eventual loss of
1

purpose." In the same vein, Lippincott and Aannested say that

"the philanthropist-errand boy relationship cbtaining in some

of the early history of voluntary agencies is out of the window

5
[t

today." That either situation would exist is sufficient warn-

ing that an evaluation on both sides is overdue.

Assuming that dominance 1s not the case, and that there

seems to be equilibrium between the board and the C20, the board
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on since harmony prevails there can be no reason

for assessment--of either side.

140
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stomarily used at lower levels ol personnel, evaiuation

L

is used

)
4

or promotion or salary increase and therefore may
not have the same implications for the CEQ. Eudgetary and

hierarchial constraints in voluntary-not-for-profit or
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em to obviate the necessity within that context; but that
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t the true purpose of assessment. The purpose of evalu-
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Failure to evaluate may be due to the fact
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difficult to find in a not-for-profit organization a paralilel

in business and industry. There the CE0's evaluation is based
on profit-making, seldom on any other criteria. In either
sector, however, the responsibility of the board remains the
same: to monitor top management and score it just as cerefully

Amonz the specific functions of the board are those of
(1) hiring the Chief Executive Officer, and (2) appraising or
eyaluating or monitoring the management of the organization.

In fact, {oontz says, "...the one dominant function of a direc-
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select company manzgement and appralse

e An admonishment from Trecker indicates that should the




In some states the courts have held board members liable
1R S

for not exercising "prudent judgment" in the appointment and

supervision of employees who manage the corporation.’
This means that sometimes it is necessary to
take the hard step of replacing an executive
director who the bnard feels simply isn't do-
ing an efficient job. Indeed, some attorneys
counsel that...directors of an organization

should not attempt to cultivate too closely
a social or personal relationship with the
management just because the necessary degree
nf independent  judoment would thereby be
compromised. 6
If the purpose of managerent is to accomplish the goals
of the organization; to use effectively the human and capital
resources of the organization; and to develop and involve a
continuing leadership group, then the board and the CZ0 togeth-
or the achievement. This, however, does
not excuse either partner from checking on their respective
apabilities. A CzZ0 worth hiring prohably has credentials which
endow him with some sort of accreditation, but that is seldom
based on current performance within his own organization.

That the board holds the responsibility to evaluate the

CEQ does not necessarily mean that the board as a whole mus

~J

participate in it. Edward kcSweeney, writing in Business ileek

proposes an audit committee (for a profit-making enterprise).

o

He implies that the committee should do more than simply audit

operation. It must also audit CEQ performance. He warns, how-
ever, that the work of an audit committee may be intentionally
blocked or slowed down. Possibly a close parallel in the not-

for-profit organization would be the personnel committee,
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McSweeney also sugzests that individual yard memhers use a
score card, and pool the net results.
Following the logic of peer review, the "chief" of the
= OF  Aanrl A " =5 1 £ ~ oA -..,l cdmrn (\ﬂ—vr‘1c-h
staff and the "chief" of the board could simply &ccomplis?

the evaluation on a one-to-one basis

Althou
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. e R " 2 T 1ofl y L e B
h it seems quite unlikely that an organizatlion

3
could not handle this evaluation intramural, the use of a con-

sultant or outside evaluator may be a course of last resort.

An evaluator is likely to rate
rpersonal relationships are

2. Constant e

4
hi -ne-r- tha

idd ' §

ror. Some evaluators consistently rate
vsual or lower than usual.

3. Laeck of u
Some evalu
may have
the job w

he job beins evaluated.
the personnel C“ﬂ"iTtPP.
information relative to

Tyvpes of Zvaluation

Trait-rating remains the most commonly used appraisal to-

day. ©But, "Trait evaluations provide little tangible to dis-

act, and there-

L)

cuss, little on which participants can agree as

fore little mutual understanding of what would be required to
o
O

obtain improvement." Zven experts who caution against trait-

H

atinz nevertheless suzgest such factors as cooperativeness,

dependability, initiative, intelligence, and industry, but inter-

quality of work, and knowledge of

job. Obviously, the ideal is to find a middle road between
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subjectivity and objectivity.

Trait-rating, which is purely subjective, usually fright-
ens board members who are erbarrassed by the psychological
overtones and their inability or reluctance to translate them.
Recognizing these deficiencies in trait-rating evaluations, ex-
perts in business administration are continuing to search for a
more perfect instrument.

The most current evaluation theory is based on management
by objectives, an operational tool accepted in both profit-making
and not-for-profit enterprises. Harcld Xoontz, Cyril O0'Donnell
and Keith Davis, to name a few, all advocate using performance
objectives as the basis for appraisal. Davis says, for instance,

"The hallmarks of modern appraisal philosophy are (1) performance

; SNl : 10
orientation, (2) focus on goals, and (3) mutual zoal setting,"

W
.

each a consequence of management by objective

+ 4

liutval poal setting and appraising by the objectives achiev-

ed produces a workable and comfortable jrocedure for the board

He further says, "llost top company officers would rather have

clear goals by which to be judged than rely on the caprice of

subjective judgments.,"<

Using as an example a financially sound, well managed,
community voluntary, not-for-profit enterprise, some mutually
€. + v

set (board and C30) goals and objectives against which the CZ0
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: 13
evaluated are: -

ystablish within one year

An improved system of financial planning with the
following characteristics:

A, A system of variable budgets for the agency as
a whole and for each department to mee he
program and sarvice goals of the agency

B. ZForecasts of client fees and vunt“‘bnf”i incomes
made one year in advamce and revised quarterly

C. A regular (not less then semi-annual) review
of wariable budgets

D. 4&n actual monthly, twelve-month moving average,
and year-to-date summary report of performance
against budgets

A system of new program development to assure an
increase of client pnrticiput on by percent,
with the following characteristies:

A. Review and selection of new programs whic
consistent with the agency's financlal res
its service capabilities, and its accepta
the publiec

B. 3ubmission of new program proposals which exceed
& to the Board of Directors for approval
C. Planned control of dissemination of information

about new prozram(s)

D. Formal, rigorous, and regular review of new program(s)
b o3
L. Nonthly summary report of new program(s) and progress
to the Board of Yirectors

A revised chart of executive approval authorizations
to be submitted to the Board of Directors within
three months and regularly (not less often than semi-
annually) reviewed with a view to revision thereafter

years in advance

®)

=

<
W

An organization plan for three to
based on, among other things:

A. The availability and capacities of present managerial
personnel




B. The possibilitles of training of jresent manage-
. ment parsonnel
C. The possibilities of recruitment of new managerial
personne l
V. A proposed program of compensation for key staff, in-

cluding salary adjustments 1 adequate f{rince bene-
fits

VI. A plan of new facilities for new program(s) and
extension of existing programs, includinz the gradual
move, within five years, to such facilities which will:

A. Not interrupt current progran

B. Provide for minimum possible losses of trained
pzrsonnel

-

e

. Preovide for empvloyment of additional personnel,
i necessﬁry*

I &8s

£

dvisable that limited objectives, such as the above,
be selectively set. After all, one of the principles of setting

. objectives is that they must be feasible, and an overload may

deter their accomplisament no matter how effective the CZ0 is as

1 manager. I1f long-range planning is done, the goals and objec-
tives may be varied from year to year based upon established
priorities.

Obviously, the goals of the agency become the goals of
the CEQ0. The two are inseparable. That some not-for-profit
organizations may not have racognized the fact has lead many a

CEO down rough paths, following the direction of a board which

performance objectives have been nsed in "The
'r the Chief Zxecutive Officer, Document #18.
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At the risk of digressine from the evaluallon ol the CE0,
mention should be made that the performance objectives of the

CEO are translated into performance objsctives for all
Rach employee and volunteer should participate in mutual goal
settine with his supervisor or manager, taking appropriate
inerements of the CZ0's/organization's goals, and adopting them
as performance objectives for himself. Evaluation of capability
measured against mutually set objectives focuses on what a per-
son does rather than on what someone thinks of him.

Katz says the executive is hired by the trustees "partially

iy O

yn the basis of personal gqualities,"”  and that brings us to

the second part of the evaluation: persocnal factors. IHis
performance evaluation may be superior, but the impact he makes
on his employees and in the community in accomplishing these
objectives must also be weighed. His personal characteristics
may affect morale, agency image, development of human resources,
and his own health. Consequently, we move into a subjective

arena, but the evaluation must accommodate these elements.

The board, as an assistant or partner to the CEO, has a

responsibility to remove obstacles to his performance. Thus,
if the obstacles are personal they should be identified before
they impede progress toward goals and objectives. The CEO, as
the essential link between the board and the agency, carries
the operational burden for the success of the agency. & con-

scientious board cannot allow success to be encumbered by fac-




of the orpganization.
In order to arrive at some subjectivity, the CEC and the

b

board (or the personnel committee) can apply a weizhting to

ors. The weighting may chanze from time
the annual agency objectives as well as
other circumstances. ror instance, a major calamity may have
placed such a physical drain on the CEOQ that his health fac-
tor may have an important weizhtimgin an evaluation. Or a
major capital improvement program may unexpectedly cause a
schism in the community. The factor for community relations

therefore would be given a high welzhting.

Ly

4 serendipity of the mutuality of a CZ0 evaluation is

that the partnership between the board and the CEO is strength-

ened. Commencing with mutual zoal setting, the board acts as

a soundine board as the CEO presents his plans to follow through.

woint to

One executive says that his safeguard is "proving his p

an independant group that are damn good

been participants in the plans, but who
Another said that when he presents a plan and has to defend
it "when you come out of there and they say it's all right

then you go with confidence." And lest it seem that all

. - 4 = L Gr ey - 3 e -~
henefits flow onlvy one wayv, the perceptive CEQC realizes that a

hidden factor is that every step of the way the board 1is being
educated. As Robert Townsend says, "...the board of directors

is supposed to be a tree full of owls--hootine when management

nl?

heads into the wrong part of the forest.
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Report Cards

o
®

. The Report Card for the Chief Zxecutive Officer, Document

/L L L 9

_,;1-5’ is designad to rate as objectively as possible both per-
formance and personal characteristics. It links with the
Report Card for the Board and the Renort Card for the Board
nber. These evaluations become the tools which help to

probe into the dark corners of some of thsz prohlems an organi-

zation may encounter. They should hecome part of a standard

[¥]

operating procedure, used routinely. They will help to

strengthen deliberations, decision-making, and determinations.

They will reveal strengths and weaknesses and clarify them for

those who sincerely care to see them as opportunities for

. They will lead to the "vitality derived from sustained

competence," which was the premise we started with at the

beginning of this section on evaluation, and which should be
the premise of every board and CLO.
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a DPORT CARD FOR THRE CEIRF YICUTIVE OR@IC AT
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SUKMARY OF THESIS
The hypothesis of this thesis has been that without proper-
ly trained and properly informed board members, the voluntary,
not-for-profit organization stands in jeopardy. As the legally
recognized governing body, responsible for money, program, and
persconnel, the board carries the responsibility, in theory if
not in fact, for the future of the organization.

In the aggregate, the board members of the voluntary, not-
for-profit organizations of this country, hold the key to the
maintenance of this sector in our society today. A&bbrogation of
their responsibilities, indeed, of their power, must surely lead

. to a more soclalistic state and the diminution of voluntarism.

Manser and Cass, in Voluntarism at the Crossroads, (New York:

Y

Family Service Association of America, 1976, p. 47) express the
concern as follows:

Voluntarism, the activities of voluntary organiza-

ions across the length and breadth of the land,
occupying the time, the talents and the dedication
of, at the very least, a quarter of our total adult
population, and supported by more than 25 billion
dollars a year for every type of civie, charitatle,
educational, and cultural endeavor--this indeed is
a significant phenomenon in American life today.
Can we afford to simply step aside in the face of
forces which would change its character, weaken its
impact on our social and cultural institutions, and
noticeably impede the forward thrust of this move-
ment which is both part and parcel of our democratic
process and reflection of the finest aspirations of
the human spirit?

"The finest aspirations of the human spirit," however, are

°

not sufficient credentials for board membership. The selection

153
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of the board member need not be randomly from the merely avail-
able., With thoughtful preparation, using tested procedures,
identification of suitable candidates will bring specific attri-
butes which in the entirety will provide a knowledge base for
decisicn-making.

Assimilating these meticulously chosen individuals into the
processes of boardmanship, also requires a specifically designed
plan. Essential to the process, however, is recognition that
as experience broadens the board member's perception of his role
and hls organization, his need for supplemental information and
knowledge increases. The learning process for a board member
1s never static. It is, in fact, one of the more invigorating
aspects of being a board member.

Aside from the careful nurturing of the board member, it is
hoped few, if any, of them suffer the trauma of beingz sued. The
est recourse is to be expertly apprised of one's legal respon-
sibilities and liabilities. 1In fact, if this is not one of the
major concerns of present and future board members, it certainly
should be. Unfortunately, there is very little in the literature
with which to work. It is hoped, therefore, that the counsel
for every voluntary, not-for-profit organization will assume the
responsibility for confirming the board member's legzl role.

Unlike the legal role of the board member, ethical respon-
sibility and accountability have traditionally been only nebulous,
sometimes artificial, qualities which, like motherhocd and apple
pie, are thought to be fine but difficult to state in absolutes.

The manifestation of the board's eth

=t

c

(%) ]

y OT conscience, is internal
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to the board's deliberations. On the other hand, accountability
is manifested externally to the organization's constituents,
Ethics and accountability merge and become the reputation and
demeanor of the board and its organization.

Although conscience cannot be measured, there are other
attributes which can. The board member's routine evaluation,
as a process of his self-development and growth, links with all
his colleague board members' evaluations to provide a composite
of the effectiveness of the board as a whole. At the risk of
banality, a board is only as good as its members. Board member
evaluation introduces a sensitive area. It is easier to evalu-
ate a group than a person. However, just as other members of
the organization must be evaluated (the chief executive officer,
staff, clients, volunteers) the board member should not be ex-
empt. Handled with discretion and delicacy, evaluation should
be an acceptable and continuing process for all within the organi-
zation.

Evaluation of the chief executive officer is, in ef
evaluation of the board's management acumen, Responsible for
the hiring and firing of the chief executive officer, the board
must justify, through periodic evaluation, its reasons for main-
taining the person in whom they have placed their trust for the
administration of the organization.

Evaluations, individually or collectively, may reveal effec-
tiveness. But the measurement of effectiveness is found in the

board's capability to change or to effect change. Nine readiness

factors dealt with in the experiment cited in Chapter VI could
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be condensed for future study. There are four which emerge as

central to readiness to change. They are: (1) cohesiveness;

2y

1

(2) locomotion, goal appraisal and goal setting; (3) communica-

fte

tion: conflict, tensions, information processing; and (4) do-
mains: ‘awareness of environment.

Further study should also be undertaken on the relationships
between the chief executive officer and the board. The literature
recognizes the importance of the relationship, but appears to
deal with either the tensions which may exist in the relationship,

relationship. The concept of partnership between the chief execu-

4

tive officer and the boa

+

d needs further developmen
Basic, however, to present as well as future studies is the

. acceptance of the fact that board development and training is an
ongoing program, not an extraneous activity undertaken when there

is enough time or money. If there were any standards of perfor-

mance in the voluntary, not-for-profit "industry," certainly

4

board development and training should be included. It reveals a

concern for tapping the human resources at their highest potentialj

=

for maintaining superior criteria for operations; and for fulfill-

[

ng an obligation to the community and other constituents to

move beyond and above the status guo.
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II. lloral and ZLthical .Orilentation of board to agency
. Responsibilities
.Nominations to beard
.Education or reorientation
> «Loyalty
.Aelationships with staff

IITI.Decision-making
'|\

.Defining objectives
.Setting priorities
« [dentifyins problems
Making group decisions
.Using commit tees

IV. Accountability .Evaluations: of board, of

board member, relevance of

agency

. .f'or funds, program,
facilities

o 13
<
16 ]
|
e ]
m
'.... ~]

1 irma e action, so
justice, civil liberties,
environmental protection,
architectural barriers, etc.

=

V. Board Organization and
Operation .Records
.Board llanuals

.Jenure - Heotaticn

Jeetings: minutes, agendas,
quorums, parliamentary procedure

.tlections

. Dylaws review
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TWO-HOUR WORKSHOP

LEADERSHIP

This two-hour workshop was one of four held during the

0
1

annual meeting of the Iowa Hospital Association. Seventy-five

persons attended my workshop, other registrants attended one
of three other workshops which ran concurrently.

Pre-Planning

Because of the limited time, a two-hour workshop, in my
opinion, requires more careful planning than a lengthier work-
shop. Setting a tempo which seems relaxed, while at the same

time moving toward an objective which must be reached guickls
34 q )

ject. According to Training Voluntesr Leaders, "In planning

training, the trainer takes into account such variables as

time available for training and realistic assessment of what czan

1
be achieved." Consequently, when the

¥y}
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Q
3
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Q
H
g
i
v

i

up sugzested

that the workshop cover "Leadership," I felt we had to be more
specific in terms of what their needs were in order to accom-

concurrine with Gwen Winterberger, author of The Workshop
(=] = 7

Planner, that "all topics must support the main workshop

goals and objectives, I asked that re

e |

ug

istrants identify those




166

i

"Ml A [ 1 " 3 e Y v L -
Leadersnip" which would give me a focus on

subjects withir

n
eds
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specific topics Cautious about overloa:

shop, 1 asked them to prioritize the subjects with the under-

,Ll

-~ o |
st three of them,

standinz that I would attempt to cover at le:

m .

The four

t

J
)

[}

cS were:

[
L)
v

1. Problems of leadersh

(=1
o)

{

(%]

[

. Problem solving technigues

Information gaps relative to the hospital

Lad
.

. "Rotation" of board members

Another factor which is important to the workshop leader
is the number of persons expected to attend the workshop, as
this influences the methodology. Numbers of persons, coupled
with the time element, is the logistical base upon which work-
shop design is developed, and is important in the pre-planning
phase., "The planner's advance information enhances effective-
ness of the workshop and plays an important part in goal accom-

3

plisnment." A successful workshop design is based on provid

e

ng opportunities for participation by all registrants, hence
the need for knowing in advance an estimate of attendance.
"Participation" 1s a word used in the literature in a var-

iety of disciplines. For example, Simon, McGregor, Koontz and

O0'Donnell use it in management; Rogers in tperapy; Blake and

chior in education. There also is ample support of the

theory that active participation is usually generated in
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Shofstall, four to six by the YMCA,” and an outside limit of

p
&

twelve by Jay. In any event, as a technique of participation,
the small group process is essential
al flaws in a workshop of short duration, because moving persons

1] -

1
wadll

into and out of groups eats up the minutes. Und

v

r thec
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prefer to use what I call the scade Pattern." The

process is tc

™y
o

organize early in the workshop groups of twelve-or-

= | s

so persons, and use the groups as the base cluster from which

(o]
b
o
oy
H
o
D

sub-groups four, or six can be "cascaded" without time-
consuming movement. Assignments to small groups in a workshop
may be various: achieve a consensus, set priorities, identify
problems, design a model, practice an activity, make lists, pro-
vide answers, and so on. For this reason, a base cluster pro-

. vides a capability to handle group assignments in a number of

Cptimistically, in spite of the time problem, one would
hope that the small group in the workshop would be able ulti-
mately to manifest its inherent importance. 3ZSenne identifies

it in this manner:

Larger social sys+ s ordinarily depend on
small groups in rnulating and maturing their
policies and ro??amJ, whethe e small group

is a committee, cabinet, or b
change in the com;asiticn and
such a strategic small group [
change also in the wider social ysth which
is dependent upsn that group for guidance
and direction.

However, the opportunities to illuminate the principles of

change are very remote in this particular workshop.
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Workshop Process and Desiegn (See paze 173.)

A

Having identified the sponsor's suggested content, and be-

v - - L. - < ~ >
ing aware of the logistical problems, the workshop designer 1is

will flow through the workshop time period, resulting in a good
learning experience for the registrants and the trainer.

There will be no time, in this instance, for what Schein
and Bennis call "disconfirming information,"8 or what Lewin
calls "unfreezinz_."9 The skort workshop, especially this one
with its explicit multiple purposes, can only involve the cog-
nitive elemant of learning.

It is assumed there are few, if any, worxshop planners who
believe that a parade of speakers is a "Workshop." The YICA
training manual says, "People learn more efficlently through

istening to

D

I o
~ il e

[ &
=

having experiences than by such means
Il]‘i:j

jav]
t

rear
Sheats says, "IHe use of dis-

cussion procedures is the trend--away from lectures--lectures
1% |

=

are uvseful only for 'informing.'" It is for these reasons
as well as those previously stated relatlve to the small group
advantzges, that I structured this workshop around group pro-
cess.

s

ves listed on page 166, it is evi-

e

ct
o

Referring the object
dent that the first two are problem centered. In the workshop
structure I merged objective #1, "The Problems of Leadership,"

np

with objective #2, "Problem Solv

e

ng," using the group's express-

ed leadership problems to lend reality to the exercise. Again

the constraints of time limi
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what Samuel Culbert calls convergent problem-solving: "accept-

ing a problem mora or less as it has been stated and systematic-

sked to identify three major problems of leadership. Froblems

as a demonstration group to be observed by al

while they used the "Steps

ed problems. Following the demonstrati

O

n and a group discussion
about the process, each cluster group was assigned one of the
listed problems and proceeded to resolve it. After a brief
sharing period, the total time elapsed was one hour and ten min-
utes, slightly more than half of the scheduled workshop. The
important point here in workshop design is that when possible,

orksh subjects, which hs a natural affinit should be com-
workshop subjects, which have tural aff ty, ld b 0

would not have taken the chance.) There remains only one
objective, "To identify some information saps relative to the

hospital."®

4]

The groups were re-formed to allow those persons from the

same hospital to sit together. "The content of learning needs
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to be applicable and relevant to the participant's back-home

roup and situation," says the YICA's training manual

m

w

n
important element of this exercise was to devise a take-home
plan for identifying and remedying lack of information about

each registrant's home hospital., Together they ansv

ct
[

ered e

gquestions on the handout sheet (see page 175), pooling their

information. Those questions to which no one had an answer

emerged as the gaps which should be remedied back home. Since

each hospital group knew its own organizational abilitie

4}

best,
they were then set to the task of planning how to present this
information, when, and by whom when they returned to thelr own
comrunity (see page 176). There was enough time for some of the
plans to be reported to the total workshop group.

|-}

Wrap-up and Questions and Answers

"Start on time, stay on time, finish on ti:e,"ﬁﬁinterbarer
admonishes and says further, "Make the first concession here
and you have promised something you can't possibly deliver even
though planning has met every other standard."
that whether a workshop concludes on time or not, it neverthe-
less is necessary to provide a question and answer period in
order to satisfy those who may have an unanswered, burning gues-

tion. The guestion and answer period may simply be a "token"

of what should be a longer time, but the frustrated registrants,
those who have a question and those who want to leave, have at

least had a modiecum of satisfaction.

m|

'ne wrap-up time is also used by the facilitator to review

the processes the participants have exparienced in the workshop

b




and how these processes can be integrated with past and future
experience. This is what Cantor calls the "remaking of experi-
ence." He contends that learning is not a process of storing
data but that learning is "to re-shape, re-form, re-make one's
xperience."l One of the facilitator's frustrations 1is not
knowing, under these circumstances, just how much re-shaping,
re-forming, or re-making will occur within the registrant's
organization as a conseguence of the workshop exp=rience.
Whether the local organizations will move or change is unknown.
At best, the facilitator can only aspire to provide a tenuous
toe-hold on change intervention through the use of node
principles, or theories.

Before handing out the evaluation sheets (see page 177)at
the end of the workshop, the participants were again reminded
what the stated purposes of the workshop were. Occasionally

some arrive with their own purposes and expect them to be satis-
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stated purposes, listed on the evaluation

lly own evaluation of the workshop is that registrants are

exhilarated by a rapid pace and are able to sustain it for a
two-hour period. They were cooperative and hardworking. In

spite of my misgivings about "overload" or "shotgun" presenta-
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tion, a registrant comment indicated that the broad overview

ae } o et Hi 5 e £ 3 - : 2
wa ’C}_L_T‘ ul in terms of lannin speeiric, in- epth S‘,L‘t;QCtS for




Conclusions about a Two-Hour Workshop

1.

L

1+.

Leader/trainer/facilitator must exercise more contro

over group process than in longer workshop.

Leader/trainer/facilitator must have thorough know-
ledge of subject, if it is a "subject" workshop.

- o S ; ‘ SR
Ystimated number of registrants is needed in advance

A W Qi

Ihe "cascade pattern" is effective in expediting forma-

ilscusslion groups, buzz groups, dyads, triads,







ORTECTIVE

CONTENT: The small group may be looked at from one point of view as

PROBLEM-SOLVING*

8]}

=

t ways to work with others in forming a problem solvine

o look

complishing, problem-solving mechanism. Each of the activities of the

-1

bers may be analyzed cr interpreted in terms of the contribution of the
the solution of the problem(s) confronting the group.

For purposes of analysis the problem-solving process may be broken into five steps
or stages:

1. Defining the problem. Defining the problem so that it may be effectively
worked on; internalizing the various aspects of the problem through dis-
cussion.

2. Producing ideas. Creating various alternative solutions to the problem;
getting ideas.

3. Testing the ideas. Examining the ideas or alternatives; collecting
data and interpreting their relevance to the ideas; examining feelings
and/or perceptions when relevant; reality testing.

4, Choosing among ideas. Qeaching a decision on alternative solutions
to the problem as defined; choosing.

Planning for action. Examining implications of choice for action-tak-
ing; making detailed plans for action; reality testing and replanning,
which may involve returning to earlier stages.

HELPFUL METHODS FOR VARIOUS STEPS: If methods are appropriate to the needs

during a particular step in the problem solving they will be helpful. Some methods
are suited only to certain stages of problem-solving.

1. Problem definition: problem census; buzz grouping; general discussion.

2. Getting ideas: brainstorming; buzz grouping; swlent periods; individual
work ,

3. Testing ideas: case method; general discussion; gathering data.

4. Deciding: exploration of feelings; segmentation of problem.

S. Planning action: subgrouping; reality testing.

(over)

* Presented at Institute on Hospital Public Relations, Chicago, May 18-20, 1964,
by John H. Bigger, Director, Division of Education, American Hospital Association.




In a problem-solving mecting, the behavior of group members (including the ch=ir-

man or l»:'z::tic-r) can be evaluated k Y Wi ther or not it helps the group to go throi:7h

the necessary steps in the problem-solving process. Five general types of be-

havior are required:

1. Direct contributions to the phase of the preblem-solving process on which
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In addition to these special types of contributions, there is need all throuagh the .
process for frequent summarization of what has been accomplished, "where we
are now" and conscious group attention to "what needs to be done next."
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3. Where did (will) the money come from for the hospital's
most recent (new) censtruction?
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t per its income did
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the hospital receive from
t
qovcrnment for e
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. 5e that percent of its income did the hospital receive from
health insurance plans for patient care last year?
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JCAH stand for and how does it affect your hospital
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?. How many employees are there in your hospital?
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9. What percent of the hospital budget is for wages

10. Where does the hospital g
wages? to buy equipment?
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What method?

Who would plan it?
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Who would do

When would it be done?
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Who would evaluate it and how?
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WORKSHOP EVALUATION
IOWA HOSPITAL ASSOCIATION

April 27, 1977

Worxshop Purposes:

rx]

To identify some of the unique problems of leadership.

To experiment with problem-solving techniques.,

To identify some information gaps relative to the hospital.
To analyze '"rotation" of board members.

+ #t#R
Overall, I thought the workshop was (circle one):
POOR FAIR GOOD VZIRY GOOD EXCELLENT

In terms of meeting the workshop purposes as stated above,
I thought the workshop was (circle one):

POOR FAIR GQOOD VERY GOOD SXCELLENT

I would rate the technigues of presentation as follows:

POOR FAIR GOOD VERY GOOD EXCELLENT
In terms of %Xnowledge and information, I thought the
leader was: (circle one):

POOR FLIR GOCD VERY GOOD ZXCELLENT

This is what I would do to make this workshop better:

Future workshops should include subjects on:

feel that I just have to say that




HALF-DAY, ROTATING
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This report covers t

the American Hospital Assoc
as board members, present a

and committee chairmen--the

tration, originally limited

All participants were
ta, for the duration of the

Schein and Bennis describe

l. The laboratory is

laboratory is

The

3.
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laboratory is

NAalivo U

WORKSHOP
ON
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hree-day institute, sponsored by
iation, for volunteers serving

nd potential auxiliary officers,

volunteer leadership group.

to 100 persons was closed at 115.
residents of the Hilton Inn, Atlan-

institute, which created what
: : 1
as a laboratory setting:

temporary.

informal and egalitarian.

-

self-contained, a cultural islard,

4. There is no product to be manufactured or service to
be performed.
5. None of the relationships are permanent.

 r

6. Most basic needs--food, lodging--are met.

There is clearcut routine of activities.

no need to make choices.




or informal dial

shop planners would be well-advised to ke
when making arrangements with a facility.)

Purpose

gistrants pro-
Iz . S Gt
/Conference/Work-

this point in mind

The Department of Education of the &American Hospital Asso-
ciation defines its institutes as "instructional conferences,
using seminar techniques of group discussion and teaching."

The purpose of this institute was

current principles and practices
organization management so
roles."

one assign
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designated, each ned to a specific

one listed was my assignment and

l, The Dynamics of the Board--its
ment, policles anc

rocedures, and

organizati

mitteeship-~the t
committees to

maintenance of
"Lng

13
3-- ouman
and

retain membership

Plannine and goal setting-~the lon
planning process and netnhzs by
organization Orngr:

toplics were handled in a seminar
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Resources Development--how to develop, attract,

short-range
evaluate

The total

in two days.



5. The volunteer leader's role as a chanpge azent was
. scheduled on the last half-day in a general sessi
not in a seminar setting.
Content

The content of the institute curriculum which provided the

base from which the major topics developed was composed of

three elements:

A. Materials and expertise supplied by each faculty
member, specifically within their assigned program
topic

B. Indicators of needed change within the participant's
organization as a consequence of identification of
new management principles or reinforcement of old

C. Specific objectives witalin each program topic

| 5

Ideal Faculty

The faculty was the classic example of everything Hilda

L. 2 ) . ‘
. Tiba recommends for an ideal workshop:

‘.l

l. It was willing to be flexible and to adapt to
the needs of the participants.

N

« It was able to convey to participants that theyr

faculty, would serve as intermediaries, trans ’
or fac171tnt0rs and would act as a partner i n-
ing.

3. It developed an atmosphere for its own growth and
learning by daily faculty meetings which were con-
cerned with correlating and coarjinatin" experience
and information which would provide cont inuous en-
richment to the institute as wesll as to themselves.

4, ere willing to re with

riment with their own c¢on-
materials.

These attributes were not spontanenously generated by this
faculty. All members had worked together in mrevious institu-

tes and were comfortable with one another. Schein and Bennis




w3 sk rit Wt bn Yi4 4 " *
wnlicn exnibits little tension amone
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'he registrants were a homogeneous group from hospitals
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demonstrated what Argyris calls "interpersonal competence."
Generally necessitating a personmal investment of money and time
f money an ime,
the instit: : ( ighl iy i T
1Istitute attracted highly-motivated registrants. Typically,
hes T11e o e 2 £ saha . . =
they illustrated an educational need defined by Malcolm Knowles

= RSt nabed . N . " ”
as "something a person ought to learn for his own good, for the

good of an organization, or for the good of society. It

the gap between his present level of competencies and a hirher
. 7 wval P 2 3 Fol - o r o
+eével required for effective performance as defined by h mself
: 3
2 - " .
or others, Knowles' statement is reinforced by Schein and
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ennis who say the same thing more explicitly ney say the
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motlivatlons of registrants in a laboratory settine are (1)
setting are: (1)

personal motivation t earn: (2 lem solvi
per 3L motivation to learn; (2) problem solvines for the organi-

zation; (3) curiosity--a chance to evaluate experience for some-
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srant Caleo, of the American Hospital Association in an unpub-
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a relatively unknown or ill-defined area; and (2) involving

registrants in contributing what they know by participating

in discussion or sharing problems. Melchior says, "In old
ot

times a workshop made new articles or repaired old ones

In involving participants in their own learning experi-

3

m
i
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ce

the structure of the workshop allowed for discussing

]

and sharing. For some re:

istrants, the results of the work-

Gd

shop possibly would provide them with a completely new board

structure; and for others, it would patch up existing

(=]

e
o

boards ("new articles or repairing old ones.")

The performance objectives were:

1. Participants will analyze the organization of
their board and measure it against modern,
accepted theories of board organization.

2 :ration of their

. Participants will analyze the op=
board and measure it against mod
theories of management.

3. Participants will examine the roles and responsi-
bilities of board members, and measure performance
of current board members against workshop-developed
standards.

I agree with Monroe and Quinnc that instructional objec-

tives should include not only performance objectives but be-
havioral, program and curricular ones. ©Such categories of
objectives are feasible when applied to a long-term educational

setting, but I doubt the feasibility in

jut]

three-day institute,
I would like to have had an objective which stated something
to the effect, "All participants will return to their own hos-
pital and within six months will have altered its board to

meet the criteria discussed in the workshop." This objective
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would have at least fulfilled Nonroe's and Quinn's sequ
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pattern for writing objectives: observable outcome, 1
(o]
achievement, and conditions of evaluation.’

Workshop Outline (See pp. 189-196.)

Having thus stated my objectives, I move on to the struc-
10

ture of my workshop. Klevins refers to Houle's model. As
a former student of Cyril 0. Houle, I am able to adjust easily
to his outline and have used it as a checklist.
items of his outline which I simplify and adapt to my desiegn
are:

. Refine a statement of objectives.

. Design a suitable program (format, methods, materials).

1
2
3. Decide how program is to be measured,
i

« Carry out learning activities.

wn

. Bvaluate objectives,
6. Appraise.

(Such items as financing and public relations were not in my

1

domain for producing this workshop.) I prefer Houle's outline

-

[

to others inasmuch as he adds "Appraisal." Appraisal is "a

sensitivity to the effects of ils own actions upon

The format, methods and materials for this series of work-
shops cannot be static for each of the half-day sessions.
After the first half-day, registrants have been exposed to
one other workshop within the institute. For instance, Group I

comes to me for the first half-day to study volunteer boards

with no previous experience out of this institute. However,




on the second half-day, Group II comes to volunteer board

4]

having had a previous half-day with "Human Resources Develop-
ment." Group III, on the third half-day brings to volunteer
boards previous workshop experience in "Human Resources De-
velopment" and Tommitteeship," and so on. (See schema on
page 185.)

“onsequently, each of my four worksho
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with volunteer boards must adjust to the additional, sometimes
supplemental, information the registrants have recently re-
ceived. Whereas I could spend some time with Group I or

Group II on committees as an operational arm of the board, it
was not necessary to do so with Groups III or 1IV. Similarly,
with Groups I, II, and III, it was necessary to allow time

to discuss and define, in general terms, what lonz-range plan-

ning is and what kinds of goals were relevant for boards to

develop. Group IV, having had the session in"Planning and

s

-

ach faculty mem-

b
bt

Goal Settinz," needed no elucidation.
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ber had to repeat the same material four times in a forty-
1ti

eight hour period, it would have been stultifyine. 0n the con-

tray, it was stimulating to be able to observe how the escal-

atins knowledge cof the registrants affected their participa-

tion as they worked their way through the institute process.
Four outlines of my workshop are on pages 189-196 in the

sequence in which it was presented. It will be noted that

each workshop covered three general topics: the functions

-

of the beoard, structuring the board, and who sits on the board.

For the reasons noted above, each topic had a different







emphases in each workshop. Group I, for instance, spent time
on identification of "policy" (versus procedures), and "objec-
tives." I also spent some time on defining committees under

S T _ 12 -
"34" (Monitor, Maintain, and Mandate). For Group II, this

n direct

ot

exercise was supplanted by using the "3M" exercise

plication to the responsibilities of the board. For Group

"'J

(i

ITIT, "3M" was dropped and "internal and external" functions

of the board was substituted. Group IV spent considersble time
in speculative areas of board responsibilities and the dyna-
mics of size. It is important to mention that there was more

physical movement planned for Group IV as its workshop fell

immediately after lunch. Experience has shown me that adults

who have not been accustomed to a sustained lea:
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ence become very fatigued after a day or a dav-and-a-half
stimulation. Fatigue becomes especially evident following
lunch. For this reason, I always plan some kind of exercise
which moves persons around and keeps them on their feet, more
for physical stimulation than mental stimulation.

All materials used in my workshop are found at the end
of this section., Not all items were used in all workshops
for the reasons explained earlier. Additional materials were

upplied by workshop registrants who were advised to bring
th

wi 1 tes, and board

1 them copies of their bylaws, board minu

my workshop ex-
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roster. These materials we
ercises to give relevancy to the principles being explored.

This method is what Cantor calls integrative, not additive.

et

le says significant learning is "integrated into the past
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and ongoing exper

ience of the learner--not just merely adding
unrelated data." 13

Evaluation

o] =]

Using much the same form I have develope

-l
4

rom the Training

and Development Journal (January, 1972), evaluation questions

covered overall workshop evaluation, meetingz workshop purposes
technigues of presentation, leader's knowladge and information,
meeting participant's needs, and a final, open-ended statement
for workshop improvement. A sample of this evaluation form

(used in a similar institute) is on page.

T

My own evaluation of my workshops within this institute

is that each was good. I especially enjoyed being in the posi-

=

2

tion of observer of the changes in attitudes of the participants

18]

as they were exposed to new concepts,

The change in attitudes was expertly revealed by a skill-

a0

ul faculty member on the last half-day in a general session
titled, "The Volunteer Leader's Role as a Changze Azent." This
was a learning experience for me, reinforcing many of the con-
cepts and theories we have dealt with in my cluster at Linden-
wood Four.

Appraise

m

To follow throuzh to Houle's "appraisal: were the steps
taken the best ones?" 1In the future I would auzment one of

the steps which I used in the first two groups. Among the

0]
L_J;

handouts is ocument titled, "Attitude Survey." This

is a simple survey which I desizned to reveal the attitudes

persons have about their board (See page ). Had I used




this instrument consistently in all four groups, I mizht

have now been able to make some comparisons between the atti-
tudes of Group I (no previous institute workshops) and Group

IV (at the end of 211 institute workshops). Would they have

shown more or less positive feelings early in the institute,

later in the institute, or not at all?

In appraising my own skills improvement in this workshop
session, I use a list which Thomas -‘31:5‘Lt~:n1'1.lbr considers essen-
tial in a teacher-trainer:

1. Motivate: state objectives of training

concrete, specific terms related to the vi
of those to be trained.

b
D '
AR
s

¢

38

2. Hold attention: employ humor, on-the-job appli-
cation, enthusiasm, audiovisual aids, group partici-
pation.

3. Promote mutual activity: diads, triads, buzz groups.

L Create a clear picture: summarize, showingz relation-
ship of materials to total outline or picture.

5. Assure comprehension through application. Use
facts as tools to rssolve a problem.

6. Repeat: use visual alds, tests, surveys, questions.




¢

:

g
- hed
"

Wil

-~
-

@

F THE

™

d

B

rall

OARD

a

ponsored by

- -
me T

o .';-' A e )1.

series of 4)

nw W Tde o T A oyl
can Hospital Association

0

e

1 0=0)
AL

i
s

L ¥y o
J -

NP

] N
G-

.

0o

Nt dvmnd ol aded S deas e
it . l o < t WAC o
al pOATAS
m g = =
) y = metlions
of a Board
I + + o T4yt
i : W WDLALGY i
U (] 7 R TT T Rl
Th o o 16) o VeSs ?
o
_ _ g . Y s
At - ~ 11T
1 ( . L
'."..l,.. ™
tructur 1 - 4‘: ~ ?-".r'\ 'TE

by board group

fhiee 2 L = . P I e - 2
write some policy state
ments of your board."

peer : 4 ' - T -y 1 -
W¥rite out your board's
3 3 2. £ - 1 -~ . ]
bjectives for this year.'
Discussion
mirmntaoc
Addv G o
fvipe 44
JL-‘-J . ‘-
o -
L - s
vour board
v‘ A s 4 ln e -
perly (for ex.
smmit tas )
comm e,

T 4 o - nm3rren

Lecture on "3U _

pors .

"Ueing your committee 1
- ~ + ! - 1 - I o

separate them into 3M c:

"naa

=N

-
O



back & discussion flipce

Report back &

Y+ 00 Renort on

',H /l”‘.
evaluation

of workshop

List of handouts: Visuals:
Attitude survey yellow "flags"
evaluation of workshog flipchart
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Term ends

1lst time on board
yes or no?

Has been on board
consecutively (check one)

Iy years

6 yrs

8 yrs

10 yrs.

More than 10

Tenure Matrix
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ind procedures, e

_['_I_F'!,’l Se answer

responsibility close to the actual responsi-
son now in the jo 257

4. How often does he/she report?
>. How does he/she give the report? (written, verbal)
6. How long is the term of office

[

7. How long has the present individual held this particular
ce?

. Approximately how lonz has the incumbent been on the
board? ( a guess if you have to)
9. How does he/she prepare his/her successor?

11. How long are the records of this office kept?
5 | il ~ P P s ) ~ P 3 e -~ o2 — )
12. Where are the records of this office kept?

fanz-Teas
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1, What is the purpose of the board?

2. Which of the following terms best describe the board?
efficient inefficient

friendly closed corporation

accepting of change wastaeful of talents
elderly

L

opard respond to crises? (check one)

-
Fw

by investigating the fac
emotionally
slowly

a

available?

{4

|

(4]

competent

1 $ 3
eiective

%
@)
H

for yes no
5. Are there any problems in finding leadership? yes no
6. Are you personally satisfied with

the quality of the board's deliberations? yes no

the range of the board's deliberations? yes no

the appropriateness of the board's
deliberations? yes no
7 T ¥ A = = 2 e = T hara 71 1 - oA e ;
/. Do board and administration share problems before they
reach a crisis stage? yes no
0 -~ = 1 I 1 5 vy ¥
G e total community the
yes no
g
P |

(over)
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13.

I
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Do you consider the board

service oriented?

L]
{3
n
-

community health oriented?

«
%
o |
o

fund-raising oriented?

<
t
jos
Q

e

s the board involved in long-range planning?

nZe nnin

yes no

Does the board have a 5-year plan for

recruitment? yes no
finances? yes no
services? yes no

Do the administrator and the board president communicate

Does the board president encourage administration to
suggest new ideas and new programs?
yes no

w ideas and nsw programs

m

Dorothy

Does the administration encourage the board to
e Dgrams ?

o
(1]

ID
w0
pery
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Provide a profile of present and proJjected needs of the community served.
Analyze epove data,

Define the powers of committees of the board.

Recruit new board members.

Ensure the existence of a plan for continuity of top management.

Carry out plans snd policies of the board., Understand the degree of
latitude in making exceptions to policy.

Know wihen policy applies and when 1t does not. Deal with situations not
covered by policy. '

Determine policy in regard to procuring finances for growth.
Approve major personnel policies and preograms.

Assure a soundly-conceived staff organization and revise it when necessary
50 that it will always be effective.

Submit operating budgets.

Approve, reject, or modify budgets.

Review and approve donations and contributions to and by the agency.

Determine personnel procedures. Recruit personnel. Establish work conditions.
Resolve conflict among staff. .

Be responsible for procedures in budgeting, accounting, purchasing.

Identify the board's need for information and arrange for timely supply
of this information.

Review agency performance in terms of policies, objectives, plans.

Inquire into causes of major performance deficiencies.

Use physical resources effectively.

Inform the board when it is not fulfilling its moral and legal responsibilities.

Supply evidence for annual appraisal of objectives.

Take appropriate action to correct deviations from planned and desired standards
of performance.
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ONE-DAY WORKSEQP
ON

MAINTAINING DYNAMISM: BOARD, COMMITTEES, MANAGEMENT

Schedule and Format

The schedule of this one-day workshop as

%]
e T
D
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Q

Lor |

-
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F

»1
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—

k

<

designed it varied considerably from the actual workshop.
There always is some discrepancy between what is planned and
what actually happens, but in this workshop it was more dis-

similar than usuval. Crit ]

s
[

Fa)
"~

4%

ncidents are part of a trainer's

o 1

e
professional experience, and the ability to make guick adjust-

ments and immediate revisions is a test of the trainer's ex-

Critical incidents may he caused by uncontrollable outside
influences, by poor planning, by the registrants, and by the
trainer. This workshop was a great laboratory for all of these
factors.

The trainer nevertheless has an obligation to deliver a

good session regardless of the circu

=

stances; and to deliver
in such a way that registrants' learning-readiness is not dis-
turbed or disrupted. Whether or not the trainer is able to

overcome these problems can only be measured through

evaly=-

o
e
9]

ations of the workshop by the registrants themselves.

Critical Incidents

The following critical incidents occurred:

o
(@)
(7%




1. Materials which were to be handed out to registrants

for their use in various exercises did not arrive. [t was not

possible to duplicate all of them in the limited time avail-

=

[

=

able; nor was it practica

4]

{

from the standpoint of expense. The
format of the session consequently had to be revised to accom-
modate fewer handout items.

2. The planning committee of the local host group had
arranged the meeting at the Hanover Inn in a room called '"The
Tavern Room," sc named because 1t actually was used as a tavern
at night by Dartmouth students. In traditional tavern style,
it was dimly 1lit with small-base bulbs which could not be re-
placed with higher wattage bulbs. This eliminated the use of
newsprint sheets as a training technique, except for one tablet
on one easel under a spotlight. It was not possible to use news-
print notes, generated usually through group discussion or lec-
ture, as reference points for exercises or for processing data.

3. The logistics of moving 115 persons through a buffet
luncheon allowed for one hour. However, the dining room facil-
ity was not able to accommodate that demand, and the lunch hour
extended to one-and-a-half hours. This circumstance was of
course not apparent until it actually occurred so the resulting
revision in the workshop schedule, the second revision, occurred
midway through the workshop. Time and timing are critical com-
modities in workshops, and the loss of thirty minutes impacts
on the total workshop.

4. I had developed a new exercise on "Principles of Com-

mittees" and was trying it for the first time. It proved to
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be time-consuming and unproductive, and I abandoned it by subtly
changing it from a group process to a trainer lecture. I shall

do considerable revision on the exercise before using it again.

Also, I shall not use an untried exercise when my time-frame
gets out of predictable limits.

Serendipity

A workxshop or training session is never a one-way learni

i
=
i ]

experience. Each session is an educational opportunity for the
trainer who must extract and use from the registrants their
wealth- of knowledge and experience and tie it into the processes
which are occurring in the training session or workshop. For
example, in this workshop an exercise on "The Dynamics of Size"
(as related to board and committee operation) was based on

information from The Functions of the Executive, by Chester I.

Barnard. He demonstrates that a group of five persons may de-
velop ten pairs, eight triplets, and five quartets, esach a dif-
ferent.configuration of individuals., Registrants in the work-
shop were divided into groups of five, six, seven, eight, nine,
and ten persons and asked to determine the number of pairs in

each group. It was a lively and stimulatinz exercise which they
enjoyed. It not only demonstrated to the registrants the dynamics
of numbers, but also communications and relationships or socio-
metry as loreno defines it.l However, more important than the
success of the exercise is that one of the registrants offered

a formula for calculating the number of pairs in any ziven

number-group. The

formula was N(N-1). If a good mathematician
2
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verifies this formula, it will certalnly prove serendipitous.*

My Evaluation of the Workshop

At the beginning of the workshop, I discussed the purposes;
that it would cover three general subjescts:

1. The board the realities of its responsibilities;
the dynamics of size

2. Committees: function versus fiction; new categories
3. Management: setting objectives; evalua ting behaviors

The purposes of the workshop were reiterated at the conclu-

sion and were also on the evaluation sheets. The evaluation

o

sheets, returned to me by the registrants, reflected my own

eelings on the section on management. It was
= | -

(="

. o . TP | 1 7 v
eve a trainer who 1s sensitlve ami

other two sections. 1 bel

M

tuned in to the feeling tones occurring during the workshop
will not find any surprises on the evaluation sheets. Somehow
one just knows what goes well and what does not.

As a whole, however, it was a successful worikshop as the

the group. They were responsive and cooperative and had a good
time. important elements of a successful workshop. I belileve
3 : 2

they were unaware of all of the adjustments occurring in schedule

Lere is a geo—

3 The for-
il 0'Don=-
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The following were used in the workshop content either
indirectly as the basis for exercises or as direct quotations
to help support principles being enunciated. They are listed

in the order in which they appear on the workshop design, as

")

designated by the letter in parentheses.

A. Trecker, Harleigh. Citizen Boards at Work. New York:
Association Press, 1970.

B. Barnard, Chester I. The Functions of the Executive.
Cambridge: Harvard University Press, 1966.(p. 108).

Cs oontz, Harold, and Cyril 0'Donnell. Principles of lanare-
ment: An nnalv31s of kanagerial Functions. New
York: McGraw-Hill Book bompuny, 1972. (p. 259).

D. Makowski, “obert J., ‘”“qﬁ'te, Maintain, Monitor: 4 Model

for Hospital Governance," Trustee, January, 1976, p. 3k.
E. Evaluation sheet adapted from
Reeves, Zlton T. and J. HMichael Jensen, "Effectiveness of

Program Evaluation," Training and Development

Journal, January, 1972, pp. 36-41.
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10, David Horton
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11. Gordon Manser oluntarism
at the Crossroads.(New Tion of
america, 1970), p. 15.
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2. Ch . Ne "Trusteeship T
Controls (I rk: Peat, Marwick, Mitche
1??2}, cited by William R. Conrad and Will
The Effective Voluntarv Board of Pirectors
Swallow Press, Inc., 1976), p. 40.

3. So you Serve on a Board (Pasadena, California:
Volunteer Bureau of Pasadena, 1972), p. 17

L. Volunteer Leadership Development ( Washington, D.C.:
The American National Red Cross, March, 1972), p. 42.

mit

'ril 0. Houle,The Effective Board (New York:
n Press, 1960), p. &1
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6., JVolunteer Administration, vol. IV, no. 2, Summer
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"Watergating on lfain Street: The Shame
of Saturday Review, November 1, 1975, p. 10.
The Leader Looxs at Ethics,"”
ington, D.C.: Leadership Resources,
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(Boston: Little B

7. Des lioines Register, February 12, 19746, p. 1l.

8. Des loines Sunday Register, rFebruary 19

ven

13 Jes Moine ster, December 6, 1977.

Feter J.
Report of

14, Ralph N
Whistle Blowing:

Respeonsibility
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etkas, and Kate Blackwell, eds.,
the Conference on F S
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THE ACCOUNTABILITY OF THE BOARD

Servine as Trustee of a

m 5
hicago: Alexander Grant & Company,

2. Amitai Etzioni, Hospital Progress, June-July, 1974,
cited by David Horton Smith in Voluntary Action Leadership

b ]
Winter, 1977, p. 22.
3. Child Welfare League, Guide for Eocard Organization in
Soclial Agencies (Nesw York: Child Welfare Leagzue of America,
Inc., 1975), p. xi.

4. Standards of Accounting and Financial Reporting,
(n.p.: National Health Council, National Assembly of Hational
Voluntary Health and Social Welfare Organizations, Inc., and
United Way of A&merica, 1979).

5. Adapted from E
Principles of llanagemen
5th ed. New York: Me

Functions,

A oy A o] tre 3
#all analvVsls

old Koontz and C

T
raw-Hill Book Company, 1
6. Rensis Likert,
TT = -_— £ ~

Hill Book Company, 1967), Chapter 9.
/+ Koontz & 0'Donnell, p. 65k4.
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9. ZXeith Davis, Human Behavior
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Sook Company, 1972), p. 50k4.

Loy

10. Koontz and 0'Donnell, p. 652.

11. Neil Gilbert, "Assessing Service Delivery Methods,"
Welfare Review, NMay pPp. 295-33, cited by Kenneth E.
Corey, "Structures in the Planninz of Community Change: A
Personal Construct," The Planning of Change, 3rd ed., eds. Warren
G. Bennis, Xenneth D. Benne, Robert Chin, and Xenneth E. “orey
(New York: Holt, Rinehart and Winston, 1976), p. 265.

12. Ritchie Lowry, Urban and Social Changze Review, Spring,
1970, cited by David Horton Smith in Voluntary Action Leadership,
¥inter, 1977, p. 22.

13, The first four guestions are from David Horton Smith,
"Research," Voluntary Action Leadership, Winter, 1977, p. 22.
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