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its capabili t y as a c~ange a~ent can result in progr essive per­

formance , oppor tunistic options, and creative pr ocesses, or it 

can result in t he status ouo. 

The instrument which evolves in this chapter dr aws for 

the most part upon clues found in the liter ature of the social 

scientists. It identiiies nine readiness factors as f ollows: 

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

I I. Group esteem; gr oup identity (Marrow , Havelock and 
Benne) 

III. Deviation fr om norms; l ocomot ion (Car t wright and 
Zander, Havelock and Denne) 

IV . Appraisal of goals; tangibility of pr oduct or services 
(Terreberry) 

V . Cohesiveness, pov1er , prestige r elati onships (Lewin , 
Cartwright and Zander, Naylor) 

VI. Fact finding ; action- r esearch; knowledge uti lization; 
(Lewin, Marrow) 

VII. Equilibrium (Chin) ; pressures (Uarrow); t ension 
(Lewin) 

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

IX . Inf or mat ion (Terre berry) ; t.ransmis sion of infor mation 
(Eavelock and Benne) 

Adapting these factors to a survey instrument requires com­

prehensive knoVil ledge about the or ganization. For instance , major 

goals and subgoals must be used as a test f or goal displ acement 

as well as f or r anking of sub- goals . In or der to assay the boar d 

members• perceptions of i ts envi r onment, it also is impor t ant to 

know something about tbe or gani zation' s internal and external 

constituencies such as clients and t heir famili es, community support , 
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and na ti ona 1 affiliations . 

I n t he manage□ent of any or gani zation equal we ight must be 

g iven to formulat ion , deter mination and exec ut ion of pl ans , 

polici es , and pr ograms . The se activitie s are haP.dled in a part­

nership between t he boa!'d and the Chief Executive Officer . There ­

fore, a test f or the abil ity to change shokl d involve both part ­

ners; hoV1ever , in thi s case only the board bas been s tudied . 

In or der to r elate the f a ctors t o the survey ques t ion , 

sor.ie ba c l{gr ound infor rna ti on a bout the ex pe r imental gr oup is 

needed . 

Among othe r state Zaster Seal Societies, t ~e Icrua Society 

is r ecogni zed as an outstanding a nd influentia l organization . 

I ts execu tive dir ect or has held positions of presti ge not on l y 

with t be national associ s.ti on of Easter Seal Executives , tut 

wit~in oth er na tional profes sional grou ps . The board of the 

Iowa Society ha s had effective leadership as evidenced by the 

fac t t~at a number of it s members , thr ough the years , have 

mov ed into t he National r:as ter Seal Society at h i gh levels of 

r esponsibili ty . 

Its mo s t visible effort is Camp Sun~yside, loc a ted in a 

forest ed , ::-ural a!'ea near De s Moines . I t not only is a camp 

for handicapped children and adul ts , but i s also the ce~ter fo r 

a statev!ide · out l et fo r t he cra ft s of handica pped persons , and 

a loan center f or equipment for t r.e handicap ped . It i s financed 

pr incipally by c ontr ibut ions rangin g fro:n a few dollars t o 

handsome bequests . 1.:any s kill ed perso~,s , s"Jch a s union ca r penters 



and electricians, have donated their time to c onstructing the 

camp . It enjoys favorable attention of the media , statew ide 

as well as locally . 
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It was a forerunner in studyi ng architectural barriers and 

later influencing the l egislation which established f ed eral 

regulat i ons for eliminating architectural barriers in federally­

financed new construction . 

The Nationa l ~aster Seal organization frequently calls 

upon the Iowa Easter Seal Society board or sta ff f or testimony , 

f or pilot studie s, and for l eadership or directi on on various 

is sues . 

Follmving are the r eadiness factors and their correlated 

questions as used in the survey instrument, Document #11, i1Parti-

9 ci pat ion and Gr oup Judgment ." An analysis of the resnonses i s 

included wit h each factor . For convenience, tabulation of most 

of the responses is shown in the analysis . Of a possible 23 

r r:s ponses, there were 15, or 65%. 

a board training session . 

The survey was made during 

I. Strong "we - feelings" or "group mindedness" 

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

ed whenever a strong 'we- feeling ' is created. ,.b 'Hhi te and 

Lippitt say that "gr ou p mindedness" is based on the "we- I - r atio . 117 

In my opinion , there are at least two eleme nts 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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Lewin ' s pri~cipl e of sharing i!'l decision making has been 

tested by others □any ti□e s . A.r.10.q; then , for instance , is 

1.:arror: 1 s experim•·nt in a factory . re says , ''Tre :iorale vias 

pro;iortio--:al t o the degree of their /tte wo:!:'kers/ starinr_; in 

the decisio!'l mak:in~ . 11 8 

Reducing t.~e gap between leaders a!'ld members en!ia nc es 

"we - feelings , 11 Lewi n says . 11 In spite of 1:ir1a ~ever status differ­

ences ther e mig.h t he beb1een t!:em /they/ have to feel as mem-

bers of one gr oup in matters i nvolving their sense of values . 11 

S t a t ement #1 : 

S ta1:;ement ;/2 : 

·;{!1en our board is ma ki:'.'l decisions , 
each person has a chanc e t o speak 
his nind bnfore the dec ision is 
made . 

Agr e ,e Disagr ee 

Decisions n~de by our board a r e not 
"rubber stamp s " of decisions al.ready 
made by a powerful few. 

Agr e-e Dis agree 

I I . Gr oup esteem ; ~rouc i de~tity; attrgctiveness of gr oup to 

l ts rr:ember s 

9 

A. l i mited attempt was mad e in t'.1.is survey to test r.ember s ' 

a t tit~des r egar din g ~ersonal attraction to ot~er ~enbers , e f fec ­

tiveness of ~erfor mance by the group, a nd prestige i~ belonging 

t o t he gr oup . (Prestige is dealt with in a later factor.) All 

of t::iese e l er.1ents compose "cohesiveness '' as 'Eack10 h a s theor ized . 

I chose her e to deal with g r oup esteem in terms of pr e - eminence 

o r pride , r ather than a'::lstr actly in ter:ns of pm7er or au t hority . 

:.Iar l'ow says, "One source of fear is an indiv idual' s idea 

that he .reall y cannot t a~e pride in his gr oup . 11 11 :iavelock and 



se~e say t hat s ec~r ity , t r ust in the~selves , t r ust in each 

other "c an be br nu;ht about when there j ~ f t•l l reco 0 ni t ion 

of the i~p8rtance of self- es tee□ sel:- ide~tity mai~tenanc e , 

g r ou p ide:iti ty maintenance , and <Trou r estet:?m . "
12 

Sta t ement #3 : r,:ost of the decisions made by our 
board are impor tant to tte wa r ~ 
of ::::aster Seals . 

Agr ee Dis agr ee 
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Sta te□ent #4 : Our boar d is better at ma ki ~g d eci­
sion s a:1d conducting its wo r k tha n 
rr.ost other boards of sirliJBr a gencies . 

Agr e e 

A~alysis of ?actor s I and I I 

Res ponses : St a te:nent 
Agr e e 14 

Stateme nt 
Agr ee 14 

Stateme nt 
Agr ee 14 

#1 

i/2 

-/13 

Sta tem_e n t if'-+ 
Agree 10 

:) on't 

Disagr ee 

Dis agr ee 0 

Disagr ee O 

Dis agree 0 

Disagr ee 1 
know 3 

:aes ponse s s how a very high level o.: group asteem and 

gr oup identity . As adjuncts to c ohesiveness , t~e s e f actor s 

show str engt h . Schachter ~as a ~urther statement on this 

point , ca l ling it ''t:1e total .:"ield of force s acting on member s 
lJ to rema::.n i n the group . 11 Cartwright a!:d Zander def i ne it "as 

one in whi ch the :r.embe!'s all •.-,·or ~ together for a cor.i.I'.lon soal , 

or one where ever yone is r eady to t a:"-e res ,ons ibility for gr oup 
14 

c :1or es ." 



91 

III . Deviation from no~ms ; locomotion 

The survey state:.1ents in this factor ·:,e-::e i!!tended t o test 

the willi::igness of the individual board mer.ioer to support a devia ­

tion frorr. the group I s primary goal of maintainin; Camp Sunnyside . 

Inherently , t~e strength of gr oup goals and group locomrt io n 

are tested .here . Cart·::right and Zc1n:ier say , "A gr oup goal 

s pecifies a prefer::ec state fo~ t he gr oup as an e~tity and guides 

collective action toward acr:ie ving it . 11 15 In creating and main­

taini!lg Camp Sunr.yside , the board , over a period of fifty years , 
l / 

has de~onstrat ed classic " locomotion, 11 0 and f eels strong owner -

ship . 

The two sur vey statements which follow were probes f or 

(a) r eadine s s to make a ~inor change in ; r oup goa l s ; and (b) 

readiness to make a:i extr eme or naj or c t.ange in eroup goals . 

Sta ter.ie!'lt ¥5 : 

Statem:::nt #6 : 

Analysis of Factor III 

Res ponses : 

If , for very sound and pr a ctical 
r easons , the ~aster 3eal Society 
s hould expand its pr Jgram to sup­
port the menta lly and/or emoti onal ly 
handicapped , I would 

Agr ee :Uis agr ee 

If , Ior very s ound and pr actical 
reasons , t~e 2aster Seal Society 
s!1ould move i-:s headquarter s to 
downtown Des ~oines and r elinquish 
i ts i nter est in Camp Sunnyside , I 
v1ould 

Agr ee 

State:nent :/5 
Agree 9 

Statement #6 
Agr ee 5 

Disagree 

Disagree 5 

Disagree 9 
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There is a willingness t o ma'.<:e a c hange pr ovided tl:at it 

augments ti'".e pr eseT1t r r ogra., or a:nplj :ies the µr esGnt goals . 

There is a majority feeling that they wou ld not r elinquish the 

present pr ograr.i , w:1.ich , of course , is c 0r.1plete goal displace ­

ment . 

Because the sur vey statements gave no indic a tion as t o how 

a new goal ( rel i nqtJishin-: Camp Sunnyside for s ome th ing e ls e) 

wou l d be a pproached, it is quite understa:idable that the r e vJOuld 

be an expr essed r eluctance . Raven a~d Rietsema deal with t he 
17 

clarity of g r oup goal and gr oup path, c i ting specifical ly the 

wor k of Lewin , Lippitt , and ·:1hi te which is helpful in under ­

st~ndtng the r esults of the unstructuTed e r unclear s ituation 

the survey stater.ent poses . 

IV . Appraisal of goals ; tangibility of cr oduc t ; attr activenes s 

of activit ies 

This fac t or 1s r e lated t o ? actor II ( gr oup esteem) and per ­

h aps s h.oul d have been sequenced f ollowing it ; but it also is re ­

lated t o t~e precedLDg r actor as it is a test for r a nking the 

pr imary goal, Camp Sunnyside , whic:1- is t angible and v is ible and 

bas a " physical r eal ity , 11 l
8
against other goals v1hic h iJ:lpinge 

5enerally on the success of Camp Sunnys ide . lurthermore , in a 

hypothetical situation where Camp Sunnysi•: e , as a goal , was 

displ aced , wou l d the board be able to oo ve to a current , but 

subsid i ary goal , and if s o , which one? Ultimately , the question 

has to do not so much with goal displacement a s with goal appr a i ­

sal which is "mor e d iff i c 1..... l t as t!1e 1 product ' of th':! enterprise 
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b e c omes l e ss t a ngi bl e . 11 19 

Cartwright and Zander s a y that '' tbc f orma tion of a gr oup 

goal r e quires t ha t t ~e various goals f or the g r oup held by the 

d iffe r ent members be so□e hmv converted i nto a si.nr;le goa l ca p-

bl f t . t. . t . 11 20 a e o s e er i n; gr ou p a c i vi i es . They also say t ha t "in 

t h e l on5 r un a group dee i s i on which best r efl ects the p!'efer­

ences of t he members will also r e sult in opti :nal gr oup e f fec t ive-
21 

ne s s . 11 

The survey statement lis ts the va r iou s sub - goals of the 

organization . The r esponses s houl d no t only revea l ranking bu t 

also pe=sona l preferences of the members . 

Stater.rent #7: 

Anal vsis of Factor I V 

:Res ponses : 

I a ppr ecia t e bei ng a member of this 
boar d because (C heck the OIE nearest 
your attitude . Only one) 

A. I ts dec i s ions usually a re s ound 

B . It r.t3.kes dec i sion s which help 
handicapped pe=sons cirectl y : 
caop , cr2..:t s, e qu i pment loan 

C. I t :-nake s d ec is ions which enable 
othe rs to help handica pped per ­
sons : laws , l egi s l a ti on , r egu­
la t i ons . 

D. I t r.iakes decis ions which raise 
money f or t he handic ap ped 

E. It oakes d ecisions which help 
othe r ~aster Seal S ocieties do 
a be t ter j ob : cou nty , local, 
municipal , state, nati onal 

B . I t ma ke s decis i ons whic h help 
~andicappe d per so ns di r ectly-- 9 

A. Its deci s ions usually are s o und--4 

C. It makes decisions ~~ich enable 
o~hers to help h andicapped per­
s ons--1 



Some parochialism is indicated by the fact that they 

relate t~eir board res ponsibility only t o that wh ich is visible , 

Camp Sunnyside, r ather than to the br oader context of elements 

which ultimately may have some effect upon their decisions . 

Statement #7 con~ir ms that Cam e Sunnyside g ives focus to the 

activities of the board . It is ·Ni tbout a doubt the pr i rr.a ry 

goal. p.__n,y act i vi tJ beyond that 11center 11 seems to be not r e levant 

a lthough the boa rd effects n!'.ld is a ff e cted by la •:1s and regL.la­

tions, for instance . They a.re 11;;illing t o change , ::m t only to 

something •:,11':ich is visible and tangible . 

V . Prestige 

As an i nquir y into how the g r oup perceived its str ength and 

capability, I chose to focus on presti ge . Naylor says , for in-

- · stance , "I fee l more e f fective within an organization whose 

ideals and purpose are c~r..siste!1t with my ow:1 values, and I like 

t o be associated •:1ith i t . ;;/hat I couln never ac!",ieve O!'l my own 

can cone a.bout because of the combined stren~ths within my organ-

. t . ,,22 iza ion. Then Lewin says, "Later on , the prestig e a person 

acquires because of b e longing t o a certain ½r oup , fa~ily , univer­

sity , club , etc . , is one of the important vehicles to his ach ieve ­

::Jents ; he is trea ted by the outsider as part of this 0 r oup . 11 23 

TheTe is also a hidden elerr.ent in this state:-.1ent : self­

eva:.u3.tion . "T he gr eater the clarity of the gr oup situation, 

t:1e hj gher will be t ~e i!"ld:!.vic.ual ' s sell - e valua tion . 11 2 1 

Statement :¥8 : J::ost of the rr.em bers of t he Icwa 
2aste r Seal board are regarded 
as pe r sons of (circle one) 

low µrestige/mediu m prestige/high prestige 



Analysis or ?ac tor V 

Res ponse : l ow pr estige 
medium prestige 
high prestige 

0 
9 
5 
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The r es 1on0ent s had a di:'ficult t ime understanding " pr estige . " 

There wer e sever al requests for me to define it . I dec lined. on 

the gr ound that it had t o be t:-:eir ov,~ :nter pretG ti o~ . ';{ha tevar 

tr.~ir definitior. , the tabJla tion s~ows a positive feeling , ·wh ich, 

if my hypothesis is correct , shows that t he y hav~ .:'!3.it h and c on­

viction t hat i f t!'!-e ir g r ou ;:: r,:-oceeds t m·.rar d a goal it has t he 

power t o suc c eed . 

I bel ieve no\',' t!1a t this f a ctor s r:oul d be corr:bined with 

~ac~ors I and II under a gene r al hPading of c ohesiveness . Bec k 

say s, "The r elations hip b e t ween cohesive!les s and pov,er /of t'.:1.e 

gr oup/ hol ds h:hen/ t:-:e attr action is based on . . . t he p r es tige 

obtained fro m men:bers hip . 1122 

VI . Fact- fin1ing ; actio n - r esearch ; :.r..Ilo'::ledge uti lization 

I bel ieve t hat an effe c tive board must have the ability 

(or freedoo) t o be cur i ous , t o seek facts, a~d to deploy f or 

investiga~ion; but more essential is i ts ability t o assimilate 

this i!"..f :H□ation to eff ect change . I s the board wi l l ing t o 

seek facts outside of i ts do~ain : Is th~ boaTd closed t o any 

inf :)r mation generated outside of its 0 l f ? I-La rr ow says, "The 

experiences they share with othe r s as part of a f act - findin g 

inq_uiry makes possible tte accepta=ice of nevi behavior pa tterns 

which unde r other c ondit ions ·nould be rejected. 11 23 Levlin says , 

" An individua l •Nill believe facts he hims elf has discove red in 
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the s ame wa y t hat he believes i n himself o r his gr oup . 11 24 

Sta t ern e n t '1'9 : 

Analvsis of Factor VI 

nes pon se : 

As a board member , if I s~ould ne ed 
i nfor ma tion to help me vote on a 
diffici:.lt issue , I ·aould pr e f e r to 
(Check t~e ONE nearest your attitude . 
Only one . ) · 

A. 3el y on rr.y ov,n knowl edge arrl 
inf or i;.a ti on 

B. rtely o n inf or rna ti '1n frQm staff 

c . Rely on infor mati on f r o m an 
" outside expe r t " 

D. Rely on my knowledge plus s t aff 
infor rm ti on 

E. 3.ely on staff infor mation plus 
an " outside expert" 

F . Rely on what other board mem-
bers are saying 

D. Bely on my kn o,:1 ledge plus staff 
inf orma ti on 7 

E. 3 e ly on staff i nf or ma ti on plus 
" outside expert" 6 

A. Rely on my own '.rnowledge and 
infor mci ti on l 

There is willingness t o a ccept i nfor mation from sta.ff as 

well as outsid e experts . Apparently there is a f eeling of 

equality and no tensions b etween b oard and sta:'f in the s~ring 

of infor:nati on . Communic a ti ons a re open . They ha ve already indi­

c a t ed high g r ou p es teem which may acco1,;..!1t for the fact t ~t t hey 

do not f eel thr eatened by infor mation gener ated externa l to the 

boar d . 
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VI I . ~ouilibriur.' ; ores sure s ; t ens ion 

C~in s ays pressur es exis t in a~y system . The ~urpose of 

t he survey statement in t hi s factor was to test t he degr ee of 

t e!J.sion . ·:"! i t b.out a n a bility to deal fo r th!'i;ht l y with di ffer ­

enc e s of opini on , diff er enc e s of per cePtion , or diffused ener ­

gies, t he boa rd ' s l ocomot ion is delayed or diverted . I t seems 

t o □e t hat t he mor e a t eas e members ar e in a b oar d meeting , t he 

~or e ener gy c oul d be released for solving oroble~s and dealing 

with t he bus i ne s s at hand . Th e use of the wor d , "comfortab l e , " 

in t he sur vey state~ent has t o do wit h comrr.unica tion in the 

sense of :1i er archies , or the " high- lows II Zander et al 
25 discuss ; 

o r t.he " p!'ivi l e ged - underpr ivile ged " of Thibaut ' s ex periments 

whe re i n t!:e levels of com□unic a tion wer e measured be tv,ee~ the 

- s u per i or and inferior s tatu s l evels . 

Chin sums i t u p : "The pr e sence of te!"lsi ons , s t resses or 

str ain s , and conf lict within t he s ystem oft en ar e r e a c ted t o b y 

people i n t he s ys t e rr; as i f t ::e y were shamef 1Jl and must be done 

a wa y with . .• I t i s obviou s , hov1eve r , t hat ten s ion and c onflic t 

a r e ' i n ' any sys t e m, and that no livi n 3 system ex i sts without 

26 
t e ns i on . " 

St atement #10 : ~he n t he b oar d is in session , 
ever yone feels com for t able with 
t::ose boar d merr.bers a nd staff 
r,ember s pr e s e...'1t . 

Agree Disagr ee 

Analvsis of Fac t or VII 

Res ponse : Agr ee 14 Dis agr ee O 
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Apparently there are no power struzgles within the group . 

In the r e s ponses to this stater,ent as ':rnll as in t::e stater.:ents 

r e l a t ive to c ohesiveness, they indicate a high status . Kurwitz 

says , 11 /highs/ sine e they are more secure by virtue of their 

status t han lows .. . will be less threatened by participa.t.:_on in 

d iscuss i on situati ons . 1127 i.ippitt pr oposes a s e r ies of "high­

low" theo.ries , such as , "T!'!e gr oup member is more likely to 

I t I .r.- th b h . f h i h · ,,28 c o!1 age l. r or., .. e e avior o a .,_ g poT1-er memi~er; or , 

"The gr oup member is more l ikely to a ccept di r ect attempts to 

i~fluenc e him w hie h are initiated by a !1.igh power -figure . 1129 

These specific t !1eories cannot be identified here , but the 

r espor-se never thel es s r eveals a good adjustment in the gr oup . 

They a re able to wor ✓.: com1~ortably in a te:1.sion- free atnosp!'}e:-e . 

Fae tor VIII : Inter na1/exte:rna 1 d orr.:.a; ns ; boundaries ; d vnar.iical 

whole 

The board is n ot a closed system . its decisions and actions 

wben implemented or t r ansmitted will affect other pa r ts of the 

syste□ , to pa r aphr ase Lewin . 
30 

I wanted to know how this board 

perceived itself in relation to other oarts or tr.e system, and 

if the_!'e 1sa s any consensus reg2r ding thE.se relationships. 

Jayaram saysi 

At successive stations in t~e process / of 
Open Systems Planning/ , the client c omes 

to evoke t~e underlying value systems in 
his internal envir onment and attempts to 
empathize with t he value systems of t he 
domains r e l evant t o him in the ext ernal 
environment . 31 



Statement //11 : ~fter decisions about Camo 
Sunnyside have been rrade by the 
board , those decisions should be 
transmitted to the fo llowing in 
what order . number the following 
items in the p~iority you think 
i nfor mation sh~uld be forwa r ded , 
1st b eing the .!1ighast priority . 

. absent board member s (1) 

99 

. member s o: the 
at t he rne e ting 

staff who were not 
( 2) 

* 

• f und raise rs ( 8) 

. =::aster Seal c lients and tr.eir 
families (6) 

.Regi onal Ad visory Com□ittees (~ . A.C. ) (4) 

. The tJational 3ociety (7) 

. Iowa Caster Seal Hous e o~ Delegates (3) 

. othe r state sncieties (9) 

• t hose who w~r e at tr..e board 
mer->ting ( 5) 

• othe r s , such as (l) 

State~ent # 13 : To ot!1e r Ea ster Seal Societies , the 
decisions we ~ake as the Iowa :aster 
Seal board make 

no differenc e/ some difference/a lot of 
difference 

Ar1alysis of Factor VIII 

~espons e : Statement ¥11 (shovn in parentheses above) 

Statement ¥13 
n o differ ence 0 
some difference 8 
a lot of difference 6 

* State□ent # 13 is out of numerical sequence, but not out 
of c ontext 



Some paroc!:!ialism is evident in thr-ise r esponses . In 

Statement 1 13 , t!'ley s how that t~1ey believe t::eir d ec is ions 
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are i m1ortant to other Easter Seal Societies , but in Statement 

,/11 , ~hey rank other r:aster Sea2- Societies .:ii!'ltr'. out o.:' a 

possible ten . They also rank their natj 0nal org nization at 

seventh position. ,'.'r.en coupled with Stateme:it /7 (,:,1hich also 

r equires r anki:1g) , it ap _pea r s that the boa rd perceives it se 1f 

o!'lly re:r.otely related to i ts external environment . 

IX . Infor mation nrocessing nnd trans~;ssion 

I wanted to lmow how the board felt about the ar.toun t of 

information it -. .,as receiving :'or its fac t - f i:iding . It is impor­

tant, I beljeve, for a boGr d to feel that t~e decisions it makes 

a r e based on adequate and comple te inforr.ation . =~~0r mation 

gaps are f r ustr ating a:1d demoralizi:ig to a board ; and if , for 

whatever r aason , they belie ve they are not pr ivy to all of the 

facts , t~ey ~ay have a se~se o~ being exrloited . The re is also 

the prol°'le□ of " lag , over l oa:5 , f eedbacl< , and static . 1132 Overload , 

in oartict-lar , seems to be a complaint in a few or g"' 1,iz a ti ons . 

·:then the processing of i!'lforrr.a tion becomes to o di.ffict._lt for the 

boar d to handle , they either tune out or seek a pTocesser or 

sy~thesizer . :lave lock and 3enne say , 

The task of comr.rnnic,. ti on is not co:n;;le ted when 
interpersonal probler.1s are s ~lved . :ve~ w~err 
tr.ere is an at~osphere o: acceotance and mutual 
under sta~d ing, the message reust be c onposed , 
transcribPd , translated, t ran~~jtted , received, 
a nd chec ked back ::'or errors . j 



Sta~ement #l2 : The infor~ation I am ;etting f r om 
t he Ioi!a i:aster Seal 3ociety is 
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not enough/just about right/too much 

Analysis of Factor LX 

Res ponse : not enough 2 

j ust a bout right 12 

too much 0 

The board is s at isfied with t he a mount of infor:na ti on it is 

r eceiving . (Of course , the statement does not deal with the 

quality of in.for mation . ) The problem of pr ocessing infor□ation 

is not an issue . Terreberry , citing J ames ),:iller, says , "Gp 

to a maximum which no living sys tern has yet reached, the more 

energy a system devotes to iru~or mation pr ocessing (as opposed 

t o pr oduc tive and maintenance activity) the more likely ~he 
34 

system is to survive . " This re '.nark seems a little overstated . 

My obser vation is that a boa rd which spends t i me processing infor­

mation may ne~ l ect other essential matters . If it operates on 

t~e bas is that it cannot make 2. dee is ion U..'ltil it has all of 

the information , its decisio~- rnaking is paralyzed . T:1ere must 

come a time when t!le boa r d r ecngn i zes it has reached the optimum 

1 3vel of information and must make a decisi on . It must accept 

the consequences if the decision is r;r ong . To allay some of 

t~e c oncerns in this regard , the boa r d s hould be reassur ed that 

it d oes have a re pository of collective '{!isdom upon which t o act . 
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Statements #14 and #15 are unrelated to any r eadiness 

factor . I wa s interested i n finding out whether t he boa r d s aw 

any n eed t o make a!'.ly chan ~es , and if so , v1ha t they we r e . The 

r esponse t o t his question al s o woul d gi ve me a c lue to the 

"menta l health" of the board a s I .:'irmly believe tha-c a boa r d 

which is satisfied with t h e status Q.£.Q is a vic tir.i of s:nugne s s 

and may have lost its dynami s m.. Dyna□ism , too , is r elevant to 

change . 

S tatement //] 4 : If the r e were ONE thing I could 
cha nge a bout the I o·:1a Saster Seal 
E oa rd , i t would be • .• 

Statement #15: I f there were o:B thing I c ould change 
about the I owa ~aster S eal Socie t y~ 
it \·rnul d be ••• 

Analy sis of Sta ter:ent s rtll. and £15 

The tabulation of r es ponses (which is not detail ed he r e) 

indicates a variety of suggestions for c ~ange . Regarding possible 

c hanges in the boar d , there are more sug gestions for impr ovi n g 

the operation oi' the board t han for its or ganization or areas 

of res pons i bil ity . As for cbanges in the Society , suggestions 

for pr ogr am expansion and community relations ranked above money 

and equipment . 

~hen I shared the results of the tabulati on with the board , 

they voted on w.!'lich of the c han ges they would undertarn first , 

and c~os e 11 '.Ilore fre::iuent board meetings . " An ad hoc com:ni-ctee 

was api)oint. ed at that time to s tua:, the is sue . This action reveals 

two s trong characteristics of the boa r d , and r eflects on its 

ability to change : (1) willingness to □ove quic kly if the n e ed 
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- a rises ; and (2) avmreness that c t a nge mus t be hand led objectively 

a!1d thoroug:1ly. 

Conclusion 

Developing and using this survey has been an interes ting ex­

perienc e for me . I am now s 1--1r e that it d oes no t ha v e enough 

credibi lity to jus t ify i ts use in i ts present f or m. Usin~ a modi­

fied v ers i on with o the:r gr oups has only confir med my be l ief that 

t he potential is t :-:e re, pr ovided i t i s r efined . 

For instance , sor.ie of the la:igua ge is ar.ibiguous . " Prestige , 11 

in S tate□ent 48 , is one word I would chang e . }.icClu ~ky says , 

" Pr estige i s not a self- re por t ter m,"35 and my pr obl ems with 

Statement rlB pr ove it . ''Comfort" is ano the r va gue wor d . In 

Statement ,¥1~ , I would now s ubsti tute "trust " or " appr oval~' 

In Factor III, an optional i;oal s hould be offer ed when t es t ­

ing for goal dis placement . In Factor VII , I would follow t h e 

c h:..e f ound in Cart•.·:r ight and Zand er (w:1en pr obing f or dif.fe r ences 

of opi nion) . They say , "If d i ffer e:ices of opi~ion exist wi t r.in 

a gr oup , f orces will arise on t~e members to r estor e unanimi ty 

of opinion . 11 36 I would put the matter f orthrightly into a state­

r:ent , such as : "There are differ enc e !'i of o pi nion within our 

board , but we are able t o v;o r ~ c onstructively with them . " 

One of the major modificati ons I v.JOuld make in a futu re 

ins tru□ent would b e t o elimina te 11 a gr e 2 - d is agree '' res pons es , and 

use instead a r a t i ng scale of 1 t n 5. Based on simple manifesta­

tion of pol a r ities , thi s instr ume nt is dlffi c ~lt to interpret . 

In event there v1ere wide dis parities i n the r e s ponses within the 
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va rious factors, I am not sure how o!1e W'J t·.ld inter pret t he r eadi­

ness level of the boar d . It is a problem , us i nd icated ear lier , 

even v1b.en there is a degree of unanioity in t he r e sponses . 

:Jew members ' ~es po nse s ma:, have an important i n flue nc e on 

the ta b1., la t i on . I woul d , therefore , soli cit informa tion r egard ­

ing t~e len gth of t ime the r e s pondent ~~s been on t~e boaTd . 

The Chief ~xecutive Officer s hould have an i moor t ant co nt r i ­

bution to make t o the c hange pr ocess . ':'.' herefo re , eithe r a se parat e , 

but c ompatibl e , i nstr umen t s hot:. l d be desi~ned f or hir:1 , or the 

present one sho~l d acconmodatc r esponses f r om h im . 

Admittedly an awkward atte□pt at s ee~ing infor ma ti on , I 

shall rre verthel e ss no t aband on tr:e pr oject , but wi ll continue t o 

u se it a nd modify i t until I am conv:!..nced it sho.i1s !1o pr omise. 

One of the most i mminen t opportunities to test for a bi lity 

t o change is in the boa r d 's role in labor neg otia tions. Tr adi­

tionally a quiesc ent sector of the administrativ e pr ocess of the 

v oluntary, not - for-profit or ganiz ation , labor pr oblems are becom­

ing rn or e complex . Conseq_uentl y , the boar d may have t o r ever re its 

disinterested or hands - off s t ance in this arena , and change its 

r ole to that of an invo lved bystander. This r o le- change is dis ­

cussed in the f ollow i ng c hapter . 
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Docume nt # 11 

PARTICIPATION AND GROUP JUDGMENT 

When our board is making decisions, each person has a chance 
to speak his mind bef ore the deci sion is made. 

2. Decisions made by our board are not 11 rubber stamps" of 
decisions already made by a powerful few. 

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

4. Our board is better at maki ng decisions and in conduct­
ing its wor k than most other boards of simi lar agencies . 

5. If, for very sound and practical reasons, the Easter 
Seal Society should expand its program to support the 
mentall y and/or emoti onally handicapped, I would 

6. If, for very sound and practical reasons, the Iowa 
Easter Seal Society should move its headquarters t o 
downtown Des Moines and relinqui sh its interest in 
Camp Sunnyside, I would 

7. 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 , equ i pment loan 
c. lt makes decis i ons which enable others to help 

handicapped pers9ns: l aws, legislation, regulations 
d. It makes decisions which raise money for the 

handicapped. 
e. It makes decisions which help other Easter Seal 

Societi es do a better job: County, Local, Munici pal, 
State , National. 

AGREE 

8. Most of the members of the Iowa Easter Seal board are regarded as 
persons of (circle one) 

low prestige medium prestige high prestige 
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DISAGREE 

9. As a board member, i f I should need information to help me vote on a 
difficul t issue, I would prefer to (check the one nearest your attitude - ONLY ONE) 

a. Rely on my own knowledge and information 
b. Rely on infonnation from staff 
c . Rely on information from an 11outsi de expert" 
d. Rely on my knowledge plus staff informati on 
e . Rely on staff information plus "outside expert" 
f . Rely on what other board members are sayi ng 

l O. When the board is in session , everyone feel s comfortable with those board 
members and staff members who are present AGREE DISAGREE 

(OVER) 



11. After decisions about Camp Sunnyside have been made by the board, those 
decisions should be transmitted to the followi ng in thi s order. 
(number the following items in the priority you think i nformation should 
be forwarded, 1st, 2nd , 3rd, 4th, etc.) 

absent board members 
members of the staff who are not at the meeting 
fund-raisers 
Easter Seal clients or their fami lies 
R.A. C. ' s 
The National Society 
Iowa House of Delegates members 
other state soc ieties 
those who were at the board meeting 
others , such as _____ _______ _ 

12. The information I am getting from the Iowa Easter Seal Society is 

not enough just about r ight too much 

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

no difference some difference a lot of difference 

14. If there were ONE thing I could change about the Iowa Easter Seal Board, 
it woul d be 

15. If there were ONE thing I could change about the Iowa Easter Seal Society, 
i t would be 

Dorothy Bal fanz -Teas 
6/77 



C~A.FTER VII 

THE BOARD ' S ROLE A.ND STRATCGIES 

IN LABOR ~EGOTIATIONS 

Behind strategy lies poli cy . i'L.anagea:ent c ertainly has 

the responsibility t o make policy , and the ultimate a uthority 

in the hier archy of management is the board of directors of the 

organization. The Chief Exec •Jtive Officer may .have the author ­

ity to decide and execute activi t ies , but the par ameters a r e 

fixed by the board . It would seem , t ten , that the strategy of 

labor negotiati ons must begin at the highest level ; not t o de­

ter□ine tec hnical and mechanical tactics , but to amplify on 

principles which would be involved in negotations , such as atti ­

tude toward unio~s , public/community relations during negotia­

tions, the limits of compromise and the patterns for coopera­

tion or capitulation , among others . 

It seems especially importa nt i n the not - for - profit organ­

izations that the b oar d, usually r epr esent ative of t~e public 

constituency , have a voice in planning strategy . Depending 

upon the public f o r support financially and philosophically, 

these orga!'li za tions look to their boards to provide this link­

age. The negoti ating team which doe s no t reflect the attitudes 

of its board , i. e . , c onstituency , places its institution in 

jeopar dy. 

It is unlikely, and in prjnciple unwise , that a board 
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would involve itself directly i n labor negotiati ons . Specific­

ally, it is unwis e for the boa rd president , or s omeone at a 

similar level, to be on the negotiatinp team . A.ny oerson with 

decision- ma l<i~g power impedes the negotiating process . P.anna­

ford , an expert on c onferences, says t~e presence of a "bra ss 

hat" is a source of d istra ction to any conference gr oup , and 

his power t o ma ·rn decisions may upset the d elicate ba lance of 

t . t. 1 neg) 1a 1ng . 

Granted that an executive would k eep his b oard inforr.ied 

of the progr ess of negoti ations, it is b ~tter t o proceed from 

previously enunciated policy ~ather th~n expediency . Buttressed 

with policies from the board, stated br oadly enough that the 

negotia~ing team has latitude to exercise its own judgment , 

(but precisely enough tbat the limi t s are known), the negotiator 

is f r ee to develop his own tec hn j que s and strategie s . ~ues tions 

which clarify policy issues are : 

1. 

2 . 

3 . 

4 . 

5. 

6. 

7 . 

8. 

9-

10 . 

1.Vhat are the ob j ectives in eacr. issue? 

Nhi ch objectives are not negoti able? 

What tenets d o yot: wish to sell ? 

-.vhat are your strongest points? 

Nhat is the total plan? 

What are the anticipated needs of the other side? 

'Nill the meetin gs be o pen or clo s ed t o the public? 

·Nho wi ll maim the announcer.ient s to the media? 

'.'/hat cances sions are allowable? 

How will volunteers be a ffected? In case of strike? 



108 

11. ~ill it be necessary to br ing in ex perts? 

1 2 . Do we ha ve a stron ~ ~egotiotin~ team? 

But what are the justi ficati ons f or t he boar d t o be con­

cerned in t his arena? ','vhy not foll ow a s i mple policy that t he 

pr oblem of nego tiations is in t he hands of tr:e chief e.xecutive 

officer ? There are f i ve considerations t o this question : 

I. Labor negotiations are now i n a state of dramatic 
change caused by , a mong other thi ng s , n ew and 
different at t itudes of the work fo r ce . 

Fleming s tates , "The continued s u ccess of labor a rb:i t ra­

tion almost certainly depends on its ability to res pond to 
2 

new needs . " The "new need s" do not necessa rily s uppl ant the 

ol d , bu t are in addi tion to t~em. T:ie o ld i ssues of \•:ages and 

hours have pr ovided the base for new is sues such as pers onal 

appearance , religious beliefs , frat er nization , use of personal 

r adios , and coffee making . 3 In a survey of young members of the 

wor k for ce c onducted in 1969 by the l . S . Department o f Labor , 

ther e was evi dence t hat t hey pl aced "more importance on the in­

teresting nature of the wor k , on their o pµortunity t o develop 

their own special abilities , and on their chances f or pr omotion. 114 

As one o.f 3tuds Ter kel's char ac t er s in 1.'/orking says, " The a lmighty 

dollar i s n ot the only thing in my estimation . Ther e ' s mo:re to 

it--how I ' m t r eated . ':ihat I have to say about what I do , how I 

do it . •• I can concentr a t e on t !le s ocial aspects , my right s . 11 5 

Occupations als o are c~anging . I n a pr ojection t hrough the 

1970 1 s , the C . S . Department o f Labor for esees a great demand for 

oer s onnel in "occu pati ons req~iri ng t.:-:e most educati on and 
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trainin ~ . 11 6 Sc i e ntific and professional ··,orkers in tbe United 

States have increased fr om 3½ million in 1940, to 7½ million in 
,., 7 

1960 , and an estimated 13 million in 197J . Th~ introduction o f 

scientif ic and pr ofessional workers into the wor~ f orce, notably 

in the h~man service agencies , adds anoth~~ element to present 

and future negotiations . Believing that labor and prof essionals 

are differently motivated and differently or iented t0 ~·.• ork , Davis 

asserts that it is qui te likely that the professional er.1ployee 

will r ejec t the union and wi 11 ei t:ie r align himself v, ith manage ­

ment or will rely on h is own professional organization to r epre ­

sent him at the barga ining table . 8 Thus, the agency may be enter­

ing into co1-lecti ve bargaining with ciore t:1an one union. 

As o ne e~ployer said, two un i ons may be more desirable 

than several . In the hos pit al and health ~ield where there are 

numerous categories of e.::nployees , it is q 1; i te possible that, 

as one hospital administr ator put it , 111.'/e could end up with 

t!1ir t y -_four different uni ons .... (We hope we) v;ill have to deal 

with only two unions , at most . 11 9 

II . Professional associati ons are assuming a new 
role as a bargaining age!lt ; bl1t when they s it at 
the bargaining table tl':ey create a dic hotomy wi th 
their more traditional r ole. 

The c oncept o f the pr ofess iona 1 ·:J orker , v,i th his s pee ialized 

::rnowledge , is that he s:101.vs a set of c.b.aracteristics in his atti ­

tude towa rd his job which sets him apart f r om union operating 

wor kers . 1·,;ot only doe s he have intellectual expertise, he seeks 

freedom t o handle his wor:{ as he sees it should be d one ; he has 

a commitment to bis own pr ofession and pTofassional or ganization; 
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anj he observes t ~e res pons ibilities a~1 s~lf- d i scipline of his 

pr ofession . r.is demand s a.re no di~ferent . Ile '.'/ants to bargain 

for car eer develoiJme nt traininr; , v10rklo:.1d, Luition subsl1y , 

10 d l 11 m: ssio!l of t he agency an mea al l ov1a:1c es . 

There i s no d nu b t that p!'of essional ass ")Cia ti ons , pr ir.1.a r i ly 

concerned with accr editation , certification, standard.s, and edu­

ca t:..on of t he i r r.ie1.1ber s , no ;: have entered the c ollec ti ve bargain­

ing arena i n ord er to satisfy the u~ique de~and s a nd characteris ­

tics o: tbeir meDbel's . Eowever , when the associa ti on sits st the 

ba r gaining table , the agency is tra ppe d betwee:1 vJ!:a t it ha s pe r ­

cei ved as t he association ' s t r aditional r ole and the new adversary 

As one e~ployer put i ~ 

In a gree ing to act as a bargaining agent, the pr o­
f essional associati on takB s on a mul t ipur Gose r o l e 
and poses a most d i fficul t issue .. • The association 
acts a s a union or ganization but at the sa~e time 
acts as an educationa l t ool . .• To discredi t the a sso­
ciation ' s ro le as a union or ga~izatio~ i~ ~ in f act, 
to d iscredit i ts other r o le- - education. l e 

III . The not - for - profit organizati on ~as n o immuni ty 
f r om labor unrest r egardless of the \·1orthine s s 
of t he cause . Society seems fi r mly to su pport 
"r i ghts 11 r.ow r athe r than 11causes," and may in 
fact question the "cause" befor e it que s tions 
the " r ight . " 

That t :10s e who are in a p erce ived posit ion of "Sacr ed Trus t , 11 

suc h as teac hers, nurses and -~ octor s, would go on stri ke would 

:1ave been her esy a few years a~o . Bu t now their stri ke may re­

ceive c ommunity supj.,or t . For instance , in Ma r ch , 1976 , mor e than 

2 , 000 doctors went on str i\ce f or f our day s i n New Yor k . The 

i ssues we r e not money , bu t sbor ter wor king hou rs and better patient 

care. Sponsored by the Commi t tee o f Im: er!1s and nesident s, which 



is their un ion , the strike had the support of -i:;wo leading :iew 

- Yorlc City newspapers . The str ike rs won thelr point s . 13 

IV . The v oluntary not- for- profit organizat.:. on may not 
be able to as sume that its labor negotiati ons can 
be ass igned to just any available person on the 
staff . 
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Collective bargaining is an annual ritual (assuming a one ­

year contract) , and the core of bargainin .., , as the v,o rd implies , 

is ~egotiation . Consequently , as one session of collective bar ­

gainin1 ends jn the signing of the contract prepar ations for 

the next session co xmence . 

Berns tein has ana l yzed t he incr ements of a plan for ne go­

tiation a:!'.ld has charted t:-1em into a year- long agenda with speci­

fic quarterly objectives . 14 An analysis of this time - table re­

veals tbat consi::ler able tir.ie is spent in gr 01 ... p decisions whic h 

can only be arrived at in rreetings . In addition , there :.s much 

individua l preparatio~ in data c ollecti on and logistical planning . 

It is obvious that labor negotiations , under these circ1Jms tances , 

are not a spare- time activity jn the ~an~ge□ent of an organization . 

Of course , if c olle cti ve bargainin.., ne ~otia ti Qns reach an 

im pa sse, and the issu9s go through all of the steps to arbitr a ­

t ion , another layer is added t o the t j~e factor . I ~ 1963 , ~. T . 

:ferrick, General Coi;nsel of tl1e Federal r,r.ed iatton and Conci lation 

Ser vice , sur veyed 250 cases o f arbitr ation to ascertain the time 

lag betv:een impasse , through all of the steps , to arbitration and 

1 t , led 15 sett emen . Here i s what ~is survey revea : 

Impasse to demand for arbi t r ation 
Demand to a ppointment of arbitr ator 
Appo i ntment to hear ing 
Hearin~ to decision 

86 days 
JO days 
51 days 
73 days 

240 days 



V. The not- for- profit or ganizati on should ha ve a ccess, 
either temporarily or perma!'lently , to a person or 
per sons who ha ve s ome workable 'rnowledge of inter ­
vention str uctures , moo.els of c hange , and problem 
analysis a :1d pro b l em s o lvi !'lg . 

The measure of t he futu re of labor negotiations may lie 
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in the r ecommend at ions f ound in the l iterature . For instance , 

S tern and Pearse say , "We need to u t i lize existing techniques 

of conflict r esolution developed by t he be~avioral sc iences to 

minimize the ne gat ive cons equences of win- lose power bargalning . 1116 

Herrick , Bart holomew and Br o.ndt say , " Part i cipator y skills 

are more and more necessary t o the effective f~nctio=iing o f 

business and industr y . 1117 

Hannaford , t he expert on conference leaders ltif"J, sa:rs it is 

impor tant to r ec ogni ze " the r ange and sco pe of human c ontacts'' 

wh ich develop t hro ugh meetings . :ie classifies negotiations as 

a "Ty pe 5" meeting , one whi ch r econciles conflicting interests . 

He say s that in nego tiati on s between union and management " the 

ex pectance of acceptance decr eas es , pr irr.ar i ly because of t he com­

pror..ise type of adjustment \'1h ich is i nhe r ent j n r econciling differ -
18 

ences, 11 and out line s four steps to pro□ote accept a nce and recon-

ciliation . 

Dr a c r.man of Labor i.:anagement Rel ations Ser vice says the 

basic "featur e of negot i ation is comriunication ," which is a 

sc ience unto itself . 

',Vhethe r it will be through an injection of t.he behavioral 

sciences , the enl"'.ancement of pa rticipato r y s kills , the t ech.,'1ique s 

if conference pr ocess ol' communic ation skills , all ise:E r ally seem 
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t o i ndicate t~at labor :1eeotiatl')ns whjlc becornin.~ more complex 

may at the sa□e t ime bec 0me more huma.~e, less impersonal and 

more r es~onsive t J tt~ i ~a iv id~al 's ne eds . 

Cer tai~l y the me3sure of t he evolution of labor a rbitr ation 

can already be f ound in t he philosophical distance between the 

t r a d it i onal "un i on steward , '' an adver s a r y (to manage:ne nt) posi ­

tion, and " cor por ate ombud s man, u 20 an advocacy position . The 

board should take cognizance of these ne w subtleties and pr e pare 

i t self and its or g::rnization to c omprehend the m and ha ndle t h em 

wi th intellige nce and fa i rness. 

'' Intel ligence and fairnes s , " are these priira r y qualities 

for a boar d member? The following chapter probes for answers. 
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CHAPTER VI 11 

C:VALUATION OF THE BOARD :ai\::!3~R AND OF TB:Z BOAnD 

# 12 
#13 
//lf+ 
#l5 
#16 
#17 

Repor t Card f or the Board !.!ember 
Rating Scale f or Board t,:ember s 
Board ~ember Inventory 
A nating Scale ror Boards 
A Y-ardstick for Keasuring the Boa r d 
Br oad Spectrum ~valuation 

" ••• vitality is not t o be f ound in 
things , in machines , or dollars , or 
material r esources of any kind . 
Vitality is some thing people demon­
strate through sustained competence ; 
thr ough creativ e , venturesome d r ive , 
and through a str ong sense of r espon­
sibility . •• 11 1 

The board and staff of v oluntary not- for - profit organiza:.ions 

in the past decade have had every reason to be confused as they 

have attempted to assay the c ompetence of thei r operations . Be­

set by prolifer ating laws and r egulations , consumer and client 

aggressiveness, contributor- donor wariness , and public (in s ome 

instances , pr ivate) i~vestigations, they su ffer from such diver ­

gent ap praisals that the character of t'.':eir or ganization may be 

unrecognizable. 

Credentialing , lie ens ing , and certificati on essentially 

measure the worth of an orga nization , a~d there are some attempts 

to create " industry" standards which provide a measure against 

which to evaluate an org2.nization aut!1orized t o perform a speci­

fic service or function . 1Ja'1y of these standards require that 

114 
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t he organization be governed by a boa r d , but t h e mor e f orceful 

r eql!i r er.1ent i s the statute in a 11 fifty states whic h prov id e s 

in substance that , ''The affairs o f t :!c c or ror ation shall be 
2 

managed by a boa rd of one or more dir actor s . " 

Yet the " sustained competenc e" of the boa r d , or of the mem­

bers v,ho c ompose thi s bod y , i s generally or: ly a s ubject of per i ­

pheral evaluation based on the resu lts of 1..b.eir deliber ations 

as r evealed tr.rough the organization ' s degree of success . It 

should be no ted , h owever, that t he conpe tence of board □embers , 

arr.ong ot h e r issues , has rec ently been und er consideration by 

tbe Secur i ties and ~xchange Commission (SEC) . Along with th0 

Feder al Tr ad e Commiss ion , the SEC is revie1,
11ing c or oorat e a c counta ­

bility a s r eflect ed in t he cha r a c ter of the board . The SEC is 

suggesting a r eqi.;. irement of gr eater dis c losur e in the process 

used t o select board nominees , their qv.alificati ons , and the 

arriount of t i~e incumbant dir ector s devote to corporate affair s . 

Granted that these invest i gations are directed to the profit- ma !(­

i:ig sec tor, i t i s not u nli~ely that not- for - profit or ganizati ons 

will be caught in the r ipple . 3 

Competency , of course , c o:::itrenc e s with the selection pr ocess 

i~itiated by the nominating c ommittee . The c r iteria it e s tab l ish­

e s for selection are a~ evaluat ion , gener a l ly , of t he need s of 

t he boa r d . (The selection process is dealt with in Chapter I , 

and wi l l no t be consider ed here . ) One of the criteria , however, 

s tould be that the nominee is willing to be evaluated annually. 

~~r.e r the board member has been no□inated and elected , how will 
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his continuing competency be measured? 

Such evaluation is cor:;;plicated by the .: act that the board 

member of a voluntary not - for - p~ofit organization serves out of 

a c onviction that he has so□ething to offer . To question the 

quality may be to imply otherwise and may be constr ued as denig­

ration of his service , tt.us losing not onl:r his contribution but 

his empathy and loyalty as well . In terms of human relationships, 

an evaluati on must not destr oy the spirit nor create antagonisms , 

and like any other procedure its effectiveness depends in great 

measure upon the attitude with which it ::.s used. 

Ther e must be some fundamental beliefs about evaluation 

which must be shared by the total g r oup . They are : 

The belief that eva::...uation enables the organization to 
improve its service to its clients 

The belief that evaluation will lead to improvement 
which cannot be left t o chance 

The belief that tbe development of improvements is 
one of the primary functions of tte governance of an 
or ganization 

The belief that an open- minded attitude-- t he willingness 
t o view revealed inadequacies as c lues to future 
s trengths--is essential to grow th a!1.d pr ogr ess 

The belief that a~ i□provere nt f or the futu re is 
not a criticism of the past 

The belief that a point of view that considers the go cxl 
of the en tire organization rather than that of any one 
component (staff , board , com□ittee , volunteer, client) 
is essential in developing organizational improvement s 

The beli ef that s ustained con~etence must be a goal 
constantly pursued 

Such a c ompassionate philosophy notwithstanding , what are 

::he justifica-cions for a perfor mance r eview of a board □ember? 
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First , nearly every not- for - pro£it or g~nization must present 

i tself at s ome time t o a r ev i e w commi tl(' P or c ommissi on of some 

sort , such as a fundi~g body , a credent ialing or lice nsing 

b oard , or a gove rnmental or quasi- governmental age!l.cy . Although 

the not-for - p_rofit organizati ons are v:hat Richa_rd Cor nuelle 

calls a part of t ne " independent sector ,"3 they are dependent 

upon c o~~unity support f or co ntinuation of pr ogr ams and s ervices . 

T~u s, in effec ~ they ar e in a constant stage of appraisal or 

e val ua ti o !'! • (This is the org~nization, however, n ot the boa rd . ) 

Second , t he board , as on e of its primary functions , hi res, 

evaluates , a~d r etains ( or f ire s) the chief executive officer. 

To be sur e , the eval uation f uncti on i s so□etimes overlooked , 

a point to be dea l t with i n Chapter IX . Nevertheless , t he r e s pon­

s ibility prevails . 

Th i :rd , t he c!'lie f e,xect;.tive officer generally is res po!:sible 

f or e val uating the employees of his staf f . ti:eri t revie ws and 

a nnual performance reviews are dlr ectly or i !1dir ectly par t of 

his per soIL~el pr ocedures. 

Proress ionals on the staf f i n so me insta nces a re subje ct 

ta peer r e vie'JI . Certai n l y , their profes s iona 1 as s ocia ti ons 

have standar ds f or co:npetency . Zven the client is evaluated in 

t er□s of eligibility . 

Evaluating the ooard Memb er 

All other individuals in the organization having been eval­

uated , who evaluates the board .:nember, that component of the 

unit v1hich provides the necessary function of gove r nance? Does 
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he not deserve the same evidence that his performance is essen­

tial? That he has ob jectives which must be ~·u lfilled? That 

there are standards of perforr.1ance which a r e expected of him? 

In considering criteria for eva: uation o f board member 

performance , t he most natural response i s a listing of pe rsonal 

characteristics . Houle ' s anc Trecker ' s evaluations suggest 

these q_ualities . Houle , for instance , lLsts interest, s upport 

and ass istance , confi d ence , strength , and significance of ser­

vice .
4 

Tr ecker, discussing the basic characteristics of a 

board chair :r.an , (a likely pa t ter n for evaluation) cites : (l) 

is i nformed about agency ; (2) s :-:ows competence plus conc ern 

plus com.mi t□ent ; ( 3) see s connection between needs and agency 's 

ability to pr ovide ; (4) k__>;ov,s how t o wor i-<" in B.ad thr ough his 

own or ganizat ion and t o coop·erate with other organizations 

'Ni th simila r ~oal s ; ( 5) has sense of histo r y ; ( 6) is aware 

of new develo pments and trends . 5 

To go beyond these c r iteria may be to touch a ne r ve as 

evidenced by the fact that it has bee~ seventeen years since 

Paul :L Davis devised a "Test f or Trustees. 116 This test , which 

s:: ould have f ulfilled an organizational need , has lain more 

or less dor mant . "neport Card for the Board Member, " Document 

#12jis an adaptation . It suggests more specific beha vior, 

rated by a point system . It defines t:iree to f oU.1' perfor~ance 

levels within eac h of the .following : (1) possesses s '{ills or 

experience not dt:.plicated by othe r boa rd members ; ( 2) conducts 

independent self- educa tion r elative to his r ole , to the 
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orga.~ization ' s history , p~ilosophy , and plans, and , to 

local and natio!1al i ssues ; (3) pr epares carefvlly fo r board 

□eetings by studying bac'<g r ound re ports ; conducting research; 

demanding information ; (4) spea '.<s v:jth :tnov;ledge of the organ ­

iza t i on ; (5) takes an active interest in long- range planning , 

future leadership , and available r e sources ; (6) has served on 

c ommittees and has carried out comu:ittee res ponsibilities; 

(7) a t tend s all board meetings and encourages othe rsto attend . 

In u sing this instrument in a numher of bon rd develop­

me!'l t training sessions , the members are vii lling to evalua t e 

thems elves, but display s ome r eluctance to use the i ~str ument 

t o eva luate their peers . Pos s ibly an evalua t ion of the nature 

of a peer review introduces a pot ential seed of conflict , 

such as di sruption of cohes iveness , or creat~ng status discrep­

ancie s, or ego- deflation . 7 -ilhen asked colle ctively to set 

their own criteria , t hey ~ like IToule and Trecker , seem t o pre­

fer listing abstr ac t ideals . In fact, d1..1r ing one such session , 

after a number of suggestions had b een _made , two members , rec og ­

nizing the s imil~r i ties, began to chant the Boy Scout oath . 

Over a period of several years, my exper i e nce sh o·:1 s t hat 

vihen pressed for criteria , as in the abov e situ3tion , the re 

are five which re□ain c onstant . They a re: attendance , 

knowled ge of or ganization and its client s ; s 1{.ills and ex per i ­

ence ; objecti vity ; and visi on for t !'le future . It will be noted 

t~ t t he latte r s tows some sophistication in ter□s of the needs 

o f tr_e board. 
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Assuming that a board does sel ect criteria f or evaluating 

its own board member perforr.iance , the usefulness of the criteria 

is enhanced by identify int; various perfor mance levels within 

each criteria as "Report Card for the :3oard Member " do es , 

(Document #12) . Then assigning numerical points to each level 

provides a r ange which is more precise than simply "high" or 

'' lovt . 11 

The summary at the e r.d of the :l~por t Card for t!ie 3oard 

r::ember, t otaling all of the points , will r eveal a " grad e1' The 

"passing " mar '.-r shown in t he sample is arbitrary and should be 

deter mined by the board as a whole. Some boards which r equir e 

high perfor mance and s ubstantial c omT.itmen ts of energy, time, 

and substance, may opt t o use the passing score as a point be-

- low ·which a board member would be asked to r esign . At least, 

a below passing score woul d signal that the board member would 

be i neligible for r e - election under any circu mstances . 

A similar , but consid erably condensed , version of the 

above is "'.Jocument /113 , "Rating Scale for the iloa rd f,iember . " 

Using this matrix , the board selects five criteria for evalua­

tion, assigning each a percentage we i ght which is r eflected 

in t he gradients of the point rat ing . T:ie pe rcentage weights 

used in the sample document are merely su~ e e stions and may be 

more diversified . lirnvever , the point r ating c ons equent l :r will 

need t G be adjusted to the pe rcentage scale . Also , if ~ore than 

fivo criteria are selected , the percentage weight a~d the point 

r ating would c r.ange . Essential to the success of this method , 

- it should be noted , is tha t the board selects its own criteria 
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and determines their r elative value to the t otal e valuation. 

Row the aggr egate scores of the boo.rd members are used to deter­

mine the overall compe tency of the board, will be handled later 

in this chapter . 

Ho~ever, there are two evaluat ion techniques which also must 

be considered, which do not requ ire any charts or f orms. The 

first is the honest self- appraisal of the board member, who , as 

Houle suggests, as ks hims elf the f ollowi ng questions :
8 

1. Do I continue to be strongly interested in 
the pr ogram? 

2 . Am I providing effective su pport and assistance 
for the progr am? 

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 boa rd? 

6. Is the service I am performing on this board 
at least a s significant as any other servic e 
to which I might devote the same time? 

The second technique is for t hose fortunate or ganizations 

which have access to a skilled facilit a t or /interviewer . Open­

e nded interviews with the boar d , eithe r coll ecti vely or indi­

vidually, may help to examine aspirations , fru strat ions , sa t is­

fact ions , c oncerns, e tc ., about their i ndividual experience 

and performance . 9 

Aside from the outside expert , there are at least four op­

tions as t o who will do the rati ng . The safest is the self -
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Other rnethcx:l s involve the evaluate " with other co nf igur a ­

tions of individuals . 'l'/hate ver tr:e procedure , horrnv er , the 

evaluatee is a crucial element of the team . 

One option :nay be to ha ve the pr esident a!ld the c hnirman 

of the n ominating c ommit tee act as tw,1 of the three members 

(with t:1e eval uatee) of the e valuating corn:nit t ee . 3ach indi vtd ­

ually does the r ating and t he averages a re taken for t he final 

rating . 

Another option i s that two members of the nomL'1a ting c om­

mittee , plus the eval uatee, act as the e valuating comnittee , 

and f ollow the s arr.e t r ocedu r e of ave r aging scores . It must 

- be r ealized , however, that th e nominating committee which 

carries the r e s oonsibility f o r selec t ing the boar d member in 

t he f irst place is in effect rating its own judgMent and may 

not b e i~par tial . I f the n~minatin~ c ommittee bBs changed or 

r otated sufficient l y , this caution VJould be negated . 

A t hird opt ion is t o select an anonymous evaluating com­

mit t ee of two per sons 1:1::ose r ating s j.,lus the rating of the eval­

ua tee woul d be averaged out . 

There riay he othe r a 1 ternatlves , but whatever they are, 

important c onsider e tions a r e c onfide::tiality , discr e tion , and 

s ensitivity . Ee~ce , the necessity 01 keeping the evalua ti!lg 

c ommittee small . Only the evaluatee and the evaluating com­

mittee wo~ld know :..ndividual scores . 
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E valua ting lhe Boa r d 

The most dramatic r esults of individual evaluations are 

the c onfrontation by the boa r d as a wl,ole of it s own str en'5ths 

and r.-1ea~_r1esses , based not on some vague percepti on of what 

"seems to be, " but on solid , s elf - se lected evidence of wb.a t 

really i s . 

"Boar d Memb er Inventory" (Document r/14) , based on a point 

system , is used a s a mas t er exhibit to r e veal the amassed evi­

d e nc e from individual board member evalua tions . Individual , 

but a nonymou s , s c ores are pl aced in eac h box on the inv entor y 

sheet , using the color code s hown in the c orner s o f the docu­

men t . Interpr etat i on of the color pa ttern is then left to the 

b oa r d as a whole . Cer tain obvious conclt:.s ion s can be dr awn if 

it s~ows a heavy gr een/yellow set , or i f it s.1-:ows heavy blue/ 

r ed s e t . I n othe r ~ ords , the boar d has been evaluated through 

individual boar d j.e□ber performance eval uations . Preserving 

thi s " portr ait" f r om year to year gives visible evidence of 

t te board ' s possi ble metamor phosis . 

But ther e still are other ways to evaluate a board as a 

\'/ ho le . " A Rating Scale for Board s '' (Document ¥13) is adapted , 

with mi nor c tariges, f r om noule . 11A Yardstick for J.!easuring 

the Board " (D oc L:1T1ent i/16) is Tr e c ke r ' s desi~n.. Used by board 

rr.ernbers to evaluate thei r own boar d , bot'.1 have bee!l used 

succes sfu lly b/ many organizati ons for many years . 

I~ the event that a board i s seeki ng impressions of itself 

f r om outsid e , a legiti mate form of e valuati on , "Br oad Spectrum 
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Evaluation11 (Document #17) , is heloful. As its title suggests , 

this eva~uation can be used by board , staff , and other s Pc tors 

such a s co mmunity , professionals , clients , etc . The determina ­

tion as t o where it may 'be used is left to the board . The 

results will r eveal diame trically opposing imJ;ressions between 

board and staff, board and commu~ity, etc . , and can pinpoint 

a reas of tens ion , lack of kno1Nledge , and mis inf or ma ti on . 

As an instrument to s olicit impres sions from the c om~unity, it 

serves as a r e s ource for planning community relati ons or pub-

lic information programs • But mor e importantly , it might also 

suggest ne\'I □cxi es of re presentation and involvement by community, 

l . t d t' . b d d . t · l t · · t · lO c i en s, an o .:1ers in oar a!1 or ganiza iona a c i vi ies . 

Conclusion 

This chapter ha s not dea.lt with all of the techniques of 

evaluation , only wi th some o_f the devices . Philosophical ly , 

it as s umes that an evaluation is r.iade because it is needed and 

wanted, and that its purpose is for self- development and organi ­

zational improvement . It also assumes that once an evaluation 

s y s tem i s accepted , it must be f ollo.v ed t::1r ough f r om year t o 

year as a co ntinuum w:iich reflects some o f t he impor tant nuances 

which might otherwise be overlooked . ?ur the r mor e , it assumes 

that the boa r d, and t he total organization , is will-1ng to 

effect the cn.anges which an evaluation ind ica t es a~e required . 

Evaluations, however, go beyond the board and the b oar d 

member. They cover all personnel in the or ganizat i on, inc luding 

t he chief executive officer . This topic deserves its own 

chapt e r which f o llo.vs . 


