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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
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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
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system, to paraphrase Lewin. I wanted to know how this board
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perceived itself in relation to other parts of the system, an

if there was any consensus rezzrding these relationships.
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erence/ some difference/a l1lot of
difference
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Response: Statement #11 (shown in parentheses above)
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Statement #13 is out of numerical sequence, but not out
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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
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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
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’ -~ 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
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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-
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various factors, I am not sure how one would interpret the readi-

¢ 1 indicated ezrlier
lem, 8 1Indlcateqa earliiez

1
i1
r
W
A
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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.
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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

(=N

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

9
w
o’
H
(4]

ions are all:

0

onces

L3
£

0. How will volunteers be affected? In case of strike?
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persconnel

'm

t hq

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
1

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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= ? T Eo L T = mi = 21 AT 1+ 5 et n .
. 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-
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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
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in the recommendations found in the literature. For instance

Stern and Fear
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e say, "We need to utilize existing techniques

ion developed by the behavioral scisnces to
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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
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incumbent directors devote to corporate affa
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ranted that these investigations are directed to the pr t-m
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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
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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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uvated, who evaluates the board member, that component o

=

unit which provides the necessary function of governance? Does
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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




local and national issi

3
4]
Ll
cr
-
=
l'""
0
=4
s
)]
ct
=0
o
L&
o
fo
0
e
un
H
=
o’
-
H
]
o
L]
ct
W
A
0
C
-
0O
ot

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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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
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, the percentag
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rating would changz
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. Essential to the succe of this method,

9]
193]

. 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
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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
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such as community, professionals, clients, et
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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.




