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FOSZ'N03D 

It is our p~r pose in this □anual t o provide pr actical infor ma

tion and guidelines for a board development or training pr ogram of 

a voluntary, not - for - profit organization . Intended as a handbook 

f or a co~sul t ant, trainer , or interested board or staff member, i t 

inc ludes d ocuments wrich ba ve been field tested in wor tcshop sessions 

and some theoretical background as t o their use . 

It deals in depth wi th a relatively few s ubj ec ts out of a leng

thy list of boar d training topics . ?ocusing specifical l y on the 

boar d a:id its operations, it does not deal with some of its extr ane 

ous f u~ctions . ~here is little r eference , for instance , t o c ommun

ity relations , fund r a i s i ng , or committees, worthy sub j ects which 

ha ve b"'en adequately developed by exp :;rts wbose public a t i ons are 

available elsewhere . 

Activist boards may find t~e viewpoint too co~servative , and 

cons erva tive boards may f ind it too liber al . It is decidedly n idd le 

of- the - road, a sta~ce which C'lmes from trying both sides at one time 

or a!!other . 

To introduce board develo pme~t or tra i ning into an orga~ization 's 

activities is a comnitment to a continuing effort . The ebb and 

f lo:; of ne·,,1 board r.iembers , new challenges and old problems in the 

1 i fe o.f the organization , as \'/ <>ll as new ins ic;hts and o l::l at ti tud es 

r equire a c onsistent e ff9rt i n order to naintain an effective equili

briu:n in the essential decision- making or ocess of the board . 

V 



INTRODUCT IO?J 

Faced with a public which is wea r y of pr oliferating appeals 

for funds, a public whic h is equally wary of burgeonin~ bur eauc 

racy , it is becomin~ increasingly necessary for pri vate , not

for pr ofit , volunt a r y agenci es to find means of assur i n , tneir 

publ ics that t r.eir orga?1izations are efficiently and effectively 

managed . 

The f oundation of mana ger.:en t lies in t ile gove r nin~ boa rd 

( or policy- rna~ing board) of the age?1cy . J::os t states have a sen

tence in t:ielr enablinG statutes which says , in substance : "The 

affairs o f the co::: porati on s hall be managed by a board of one or 

more directors . 111 X:-, distinction is r.iade between the board of 

a not - ~or - pr ofit corporation and a profit- caking corpor ation . 

The National I nformation 3ureau (a monitoring organizat ion for 

e thical fund - raising) s pecifically defjnes a nonprofit board as 

"an active and r esponsible gover nin~ body , servinP, without co :n

pe:1sation , holding regular me etings , a !1d with effective adm inis 

tra ti ve cont r ol . 112 

Boards are the de□ocratic h~rita~e of those many organiza

tio~s which often wer e started as one person 's percep ti on of an 

unmet need , fr equently gr own into organi zntions a:ld instit1.Ations 

oi' eve!'- widening influence and ser vice . Ultima tely , t:ie destiny 

of t~e or ganizati on is controlled by a c ollection of individuals 

1 
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acting as a decision- making body . Boards thus have e volved a s 

part of the democrat ic pr ocesse s of this countr y . ·,·roven through 

J ohn Dewey 's defin i tion of democracy , is als o the t!-1.read of the 

definition of a boa rd: 11 
• • • any society or group which is c om'.:lit 

ed t o bec oming aware of and r e s ponsible for the effects of its 

a ctions upon t he life and gr owth or pe r sons affected by them. "3 

:101.vever , t his " gr oup whi ch is committed " to "effectiv e ad

ministrat ive c ontr ol " now fa c es more compl P.xitie s than simply a 

weary and wary public . Gover nment interve!"!tion , unions of pro

fes s ional and nor.- pr ofess ional workers, cor.swr:e r i sm , credential

ine and l i censing , and new prof ess i onaliza ti on have militated 

against the once ;:,ainl e ss and pl easant task of bein:; a boa.r d mem

ber . Unive rsity of ·./i sconsjn Jusiness .:c 'lool Jen.:- =rv!in il . 

Gaumn1 tz says , "Hore and mor e businessme:1 a r e getting sl':.ittis h 

4 
about being on boards . " 

It is becoming no tabl y difficu lt now to interest competent 

per sons t o a ssume al l of t ~e obligations i nherent i n being a 

board member. James O ' Shea , Busines s 2diLor of the Des 1loines 

.Registe r, wrote an a r t icle t itled , "The Pl u sh Boa r d Seat ?v:ay be a 

Eot Seat. 11 5 This is a f a r cry .from a quotation which appear s in 

o:1e of t:1e fi r st books written about vo l unt a ry beards . " I know 

I won't l eave much money to rr.y child ren , and certainly not a dis 

tingu:shed name , but I do think it is a sort of l egac y for trem 

that I s hould be the kind o f pel' son w:10 is appointed on t he lib

r ary board . 11 6 Such euphor ia pr es "'~ tly is hard to find . 

Eoard members , those persons who :eel a r es -::onsil·lli t y to 
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d s upport the goals of t ~ei r agency , now often find t hem-s e r ve a!'! . 

selves i n c onflict with tteir ideals . Committed to the princi-

ple of citizen r e s ponsibility while at t he sar.;e t i me unable to 

u nderstand t he r.e w pr e s sures on that r '.)le, they opt either for 

the s afe t y or r esignin~ or uneasy and hesitant perfor ~~nce . hn 

optio!l, of c our se , is to move the a ge:icy from the voluntary sec 

t or into the public sector and let it become the r es por.s i bili ty 

of ;:;overnmen t . For t l:ose who believe th is i s a wea ~: r ecour se , 

the alt ernative is t o prese~ve t ~e ~merican i deal of c itizen 

participation i:1 those a ctions which fl.fl ve an effect "upon the 

l ::._fe and grmvth of persons affected by the rr: ," t o r epeat John 

De~ey , by keepin~ certain a sencies un1 er the mana1ement of t~ 

cit izenr y . 

T.!1is i s not to sugge,st that ther e is no citizen partic i 

pation i n gover;1rnent a gene ie s . On t he c ontra ry , we a c know-

ledge th3t t ~e gover!1me~t i s the c itizens . Some go vernment 

a gencies , n otably IE'!! , 
7 

are over tly seeking c itizen par tic ipation 

in their decision- maki n g pr oces ses . How ever, ~ost citizens 

ha ve more i nmediate a ccess to and concer n for those voluntary , 

hurr.an service agenc ies wh ose scope a.'1d br eadt~ seerr. mor e avail-

able t o their parti c ipation; a philosophy which is summed u p in 

Zen and t h e ctl"t of }'.otorcy le ~-~aintenance , "Other people can t alk 

a bout !:m•; t o expand t .:1e destiny of mankind . I just want to 

t alk about how to fix a motor cycle . " 
a 

Eow does an agency reassure a gr oup of i~di vid uals who vol

unteer to a s s ume the heavier bur dens , and the r isks , of decision

:naking? '.'/h at tec hniques are us ed t o apply substan t ive princi ples 



mer ged with s ound man&ge~ent practices to produc e no t only 

s !<:illiul board r:?embers , but an agenc y which is ca pable of 

r e s ponding to the revealed needs of its clients , not just on 

4 

• · n- bu t i n t ~o years? a Tuesaay morni , , :iow do they adapt t o the 

i'or ces of c~ange? F:o•.·1 do they harness t he f or ces of c hange 

•,! i thou t substituting t ec hniQue f or ideals ? 

Tne answe~ lie in pr ovidin~ specialized educational 

programs for old , new , and pros pective board memb e rs . For 

our pur poses , we la be 1 t hese ::) r ogr ams as boa rd t r aining or 

develo pment pr 0grams . 

iiazards 

The initiation of these progra□s i s not 1!J ithout its :-ia z

ards a:1.d its detractor ~. ':'he fi r st hn zar d lies in retaining 

th<" board member w!:o suddenly realizes , pnssjbly lhrough the 

boa~d trainin; process , that his* board membership places him 

in a positi on or liab:lity . If c onsvwerism has done nottin , 

els e , it has stripped '' i mmuni ty " f r om s ome of our r evered i n

stitutions . No longer does the dissa tisfied client r emain 

silent anrl passive . Ee sues . ile sues a:_;ency s t aff , the board , 

a ~d boar d ~e□bers . I f t~e t rauma of his v~lne r ability doe s 

not lead to the boa r d member 's r esi,nation , it may at l e as t 

P!'Ovide a n ew motivation for acceotinr_,; t he board t r ainin p; pro-

grar: . 

A sec ond hazar d is t he boa r d member ' s s ense of his own 

adequacy . ~any 1ersons w~ose competency is unquesti oned in 

,..T:ie -.;.se of the words "r,is" and "him" is an editorial ccnveni 
ence ~na is not ~eant to a~tract from the many women b oard 
member s . 



business , indus t r y , or the pTofessions , ,lisavow any familiar 

ity with the manage□ent processe s of a vo l untary , not - for 

oro:'i t o rganizati on . ( On :.he other hand , w:1e!l hoar d traini:ig 

js sucr ~es ted, they s ome~imes feel t hat t heir coQpetency is in 
Uc;> 

question . ) 

A t h ird pr obler.i is time an<l money suffic ient to s u pport 

5 

a boo.rd trainin ~ pr ogram . Time , measured in two aspects , i s 

a:: 1.11portant c 'nsideratio': . r,:easured against the schedt.les of 

busy s t aff and board me□bers , it usually js in short supply . 

r-:-easured against doll ars - an:3 - c Pnts - pe r - hour lnbor by boa r d 

and s t aff, it may appear to be an extrnv~gance ill- affor ded . 

However , boerJ training pays di vidend s if it is pqrceived as a 

le.;:irning experi"?nce wh ich enhances II thP :·rocesses by wh i ch 

hUI:1an bein1~s receive hel p f r om and si v e help to each other," 

as TI3nnc points out i n his discussion of r.ioral values i n 

democra cy ani s c ience . 9 

The f ourth b..a zard , however , may be s oI!le thi ng which boar d 

r.1er.1bers do not k:now alr eady , sue~ as the distinctive c!1ar acte r -

istics of poor qual ity voluntary organ izations . Mary 

ti.nn :-:off, a psyc~ol ogist , has re oor ted on h~:ir r esearc h of 180 

non- political , national voluntTr:,r o!'sar:i zations . Should a 

bonrtl member be ieve his orear.i.zation is s uper ior i n quality 

of Pr ogram , p0 :-f...,!'r.1a~ce , and fina ncial stability , he mul d 

rr:easure it a&ainst i·!is. ?.off's l Lst . Poor quality prog rams, she 

says , s '."'ow lac'< o:' accovntai°',ility (to boar ds , c lient s , staff , 

volunteer s , do~ors ) ; distortion of mission t o suit fundin~ 
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s ources ; lack of adequate information flov1 and openness to the 

outside ; over - attentiveness t o fund -raising and public relations 

(rather than client needs); inability to change programs over 

time because of being locked into a particu lar organizational 

image and r und - r aising approach; over - profess ionalism in s ome 

areas and under-professionalism in others ; inconsistent eligi

bility requirements f or cl tents in different places; general 

lac k of foresight and planning in pr ogram; and others . 10 

We r ecognize these and other obstacles to the initiation 

of a board training progr am . The pur oos e of this manual is t o 

eliminate a f~w of them . For instance, one of the primary 

obstacles is backgrou nd information and warkin~ documen ts . We 

provide a tota l of eighteen working documents throu~hout the 

text. In addition, in the appendix there are samples of handout 

materials f or workshop use. ~ach chapter provjdes bacl<gronnd in

formation not only as to how to use the documents, but a point of 

view or suggested approach to the subject . The point of view may 

be challenged by a trainer or a t rainee, but that, after all, is 

the ~ind of interchange upon which boar d development thr i ves . 

The thesi s i s divided int o four broad the~es . The f irst , 

Chapters I and II, provides information and techniques for 

the selection, induc tion, and orientation of the board member . 

Specifically, Chapter I discusses his selection and the pr ocess 

which couples his unique quali. ties with expected cr iteria f or 

performance . Chapter I I, The Orientation of the Board Member, 

expands upon his introduction to the organ ization, his initia 

tion to his board position , and his c ontinuing education in the 
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t . as his awareness of its many facets br oadens . organiza ion 

The second par t of the book deals ~·J i tb maj or to~ics v1hich 

h ,· ld to ; ..,clur'ied in t he co11tent of any board trainin i? progr am . s .. o..... ~ - . ~ 

Jealin'.:; with t::e parameters of boa rd pr ocess , t hi s section 

attempts to se t tle some of the issues w~i ch impinge upon board

staff relations.tips , though not dealin ~ di r ectly with the s ub

ject. Chnpter III , for exar.1ple , enur.icra tes the basic res pons i 

bili ties of tb,= board . It goes fur th er , h owever , and identifies 

l egal responsibilities and liabilities . Chapter IV , The ~thic 

al ;tesponsibilit ies of the Board , c o:1 tains , a mJn- other things , 

a chec!~lis t of ·unethical practices . Chapter V discusses so□e 

diff9rent conce pts of accountal"'ility . It provides an outline 

for examining four a r eas of acc ountabili ty : 

hu~an resources, and the future . 

fiscal, program , 

Aware that ther e no long er is a status quo for voluntary , 

not- for - profit organizations , Chap t er VI ex plores the b oard ' s 

function as a chang e agent. !'.lore practical than phi losc:P1ic , the 

c i::apter atte;.1pts to identify those factors which portend a 

board ' s r eadiness to change or to be c hanged . Based on a field 

experie~ce, it is a r eport of an experime nt which still !'la s t o 

be refined . 

There is no clairvoyance in Chapter VII, The Board's Role 

and ~trategies i~ ~abor ~ez~ttations, but predictions of the 

futu:-e ctaracteris tics of t he •:1or k force seer.1 t o point to in

creas ing involveoent of t he volun t ary , 11ot- for- pro.:'i t or ~ani za

t ion in labor negotj ati on and arbitration. The c ~apter poses 

some questions rela~i ve t o areas where po licy should be set . 



The third part of t he thesis covers evaluations : of the 

d ember individually and of the board as a whole (Chapter boar m 

VIII) ; and of the chief executive officer (Chapter IX) . Str iv-

i ng t o produce eva lua tions which are not simply "good- bad II or 

"high- low , 11 the chapter contains instr ument s which attempt to 

gi ve mor e precise measurements than those generally used. 

Having dealt with these and other substantive is sues in the 

8 

thesis , t be appendix suggests implementation, th e me t hcd s and 

processes of boa r d t raining workshops. In effect, it is a train

er' s jour nal, i ncluding commentary on workshop design, critical 

incidents, the adult l earning process, and the pain and the 

pl easure of being a trainer . Sample wo rkshop designs and their 

accompanying ma t er ials have been taken from actual experience . 

Covering most of the subjects of the previous chapters i n the 

manual , there are outlines for a variety of time- spans for wo r k

shop presentations : two - hour, half- day, one- day, etc . 

The aut hors of Voluntarism at the Cr ossroad s say : 

We believe in t he intr ins ic capacity of volunta r i sm 
today to offer individuals an opportunity to parti 
cipate in projects for the communi ty g ood and t o ex
e r ci se forceful voice in deci s i ons affecting their 
own lives; in the ability of voluntary ef fort and 
action t o contribute to the solution of societa l prob
lems ; and in voluntarism as a primary fo rce which can 
make our democr atic society function more effective l y , 
in t erms of choice among long- range goals , and with a 11 
view toward impr ovement of the quality of life f or all . 

Cons ider ing that thi s statement r eflects the basic philosophy 

of the six or seven million12 voluntary agencies in t his country 

today , it does not seem inc onsis t ent to advise th ose persons 



who have the :-e s ~r,::sibility for nurturinr; this id ea l through 

policy- i:-aldn ;; decisions, to pr epnrc then s elv e s to be uniqt:oly 

competent . 

9 

:he firs t of our docurr.ant s i s o!'l t !.e f o l lm·,ing page . ?or 

t nose persons , boa rd o~ staff , TI'.o wa~t t o test their ba s i c 

<no:vledce o f b na r dmans hip , i1: i s of fer ed a s a l<ey 
1

:111. ich t hey 

ma y use e.:.ther as an en t r ance to ne·:1 learn i nt; P.Xper ienc e s , or 

t o r ef r esl: ing t r.e kno·11lec e of o thers . 



Document /fl 

1. 

2 . 

3. 

4 . 

6 . 

BOIL~ :)EiTE;LOFl\'IE~JT C:i:SCK i.,I3T 

Is there a job descr iption f or the rresid ent? 

Are ther e job d e scri ptions for ott er officer s of 
the boa r d? 

Do board □er.ibers under stand their liabilities 
and tr:e le gal position of the boa rd? 

Is there an overall job descr ipt1on for the b oa rd? 

Are standar ds of per formance spelled out for 
board members ind ivid ua lly and the board as a 
wh ole? 

Ar e there condi tions or qualifica tions for boa rd 
membersr.ip? 

Is an att endance record waint ained f or each 
member ? 

Do members render ser vices other t~an serving 
on the b oard? 

7 . Is there a mandatory maximum l en ~th of s crvic e 
on the board? 

8 . Do the committees of the board f unction effec-
tively? 

Do you k:-iow !:low r.iany committees there a re and 
what areas they oversee? 

Do they have written purposes or descriptions? 

Are agendas prepared in advance? 

Are c ommittee minutes kept ? 

A.re written committee re r·or ts submitt ed to the 
boar d? 

Are c om~ittee members appointed ror a specific 
period of time? 

Is ther e adequate staff suppo~t o f committees 
to get t:1eir wor k done ? 

10 

DON ' T YES NO 
KNOW 
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I 
I 
l 



· ,.., ,,T - ' T" S _3Q,\:e) • wD _ , ...I 

9 . 
I s the len~t~ of board rr.eet i ngs r ealjstic? 

l o dr e a~enda p=epared a~~ sB~t t o ~emters in ad -. ~ 

vance of rr.ee t i n~s? 

n: 1ns10:1 OF :o:uT) A:0 3Ti..?7 Jl"TI:S 

11 . Has a s epar ation of duties been "'.:tde i n \'lr i t::..:ig ? 

1 2 . Is it acce;n:;ed a!1.d und ~rs t :>od? 

1., Is it ad!:e:' ed to by board a1-rl staff ? .., . 
1t1 . :s ther e ,; r.1ec:!a nisr:t f or ~andlin-; and cont r olling 

excP pt ions to the separat~on o: duties? 

15. Joes the executive d irector seek advice of the 
boar d as a ~r oup? 

of i ndi vi dua 1 di r ectors ? 

16 . ~oes t he descr ipt ion of the r espon~ihil~ties of 
t he boar d c over t hi s r o le r esponsibi lit y? 

17 . Do direc tor s give advice? :r so , is it of hish 
q_~ali ty? 

1 . Ar e a:'ea s of res ~0ns::..bili ty specified? 

19 . I s t here a me chani s r ~or r e~or tin ~ a ~d co nt r ol? 

? ... ' . Does t::e b oard ha ve a fori:1al ::,et.1-iod f or eva l1.1at-
i ng the per f or mance of t ~e executive di r ec tor ? 

21 . Are ef~or t s be:~? ~ade to educ ate directors so 
t hat t :iey can carry out t l eir contr a 1 res .)0!1Si

bili t i e s? 

22 . Jocs t he boar d unde!'st:-nd its r ole in e:-isuri!l.., 
q· alit~ o~ ~0rv ~ce? 
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2i.. . 

25 . 
26 . 

Is there a 8r ocedure for fillinv vacancies? 

:s there a ~ob description for eac~ board 
member? 

Is there a procedur e for prepar inG a list of 
lil-:ely ca11didates using known crit e r ia? 

A.re boa::-d c a '1.dida tes screened arrl i!'lter vie wed? 

Has a r ro::i le beer: d ra'.'J!"_ o f the bo.s. rd I s 
str engt hs and ·Neaknessc s ? 

DO] ' ':' 
1<xo:1 

12 

I Y3S 

A.dapted 1,y Dor ot hy Ea lfanz- Teas 
fro □ 11 ..;elf - A1.id i ts ~e lp Eoa r d s to 
Ci!1d '.!.'l:eir Owh Bus iness , 11 by 
J ohn A. ·,1itt , Tr ustee , .~ugust , 
1976 . 

NO 



DEii'INITIONS OF TYPES Or BOARDS 

1. POL ICY MAKING BO A.RD* 

rs a governing body for the organization 

r.:akes decisions regard ing program , policy, and allocat ion 
of funds 

Hires and fire s the chie f executive officer who reports 
to the board and is res ponsible to it 

2 . ADVISORY BOA-BD* 

Pr imar ily gives advice and makes recommendations usually 
to the agency's chief executive officer 

The chief executive offic e r is not appointed by or 
res ponsible to the advisor y boar d and does not have 
to follow its advice 

3 . ADMH1ISTRATIV3 BOARD* 

Is a £ull-time working boar d whose members receive a 
salary from the agency 

Kakes decisions r egarding program and policy and acts as 
a plural chief executive of the agency 
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Has member s who participate d i r ectly in aaministr at ive activities 

Has a s taff but no executive dir ector 

4 . AUXILIARY SOARD 

Auth or ized by the policy- making (governing) board as an 
integral part of the organization 

As sumes only as much autonomy as is granted by the policy
making board 

Ras pur poses and goals whicb are i dentical t o or in harmony 
with those of the organization 

Generally is delegated spec i f ic activitie s t o per form, and 
is accountable for their performance 

Is usually unincorpor ated 

*Adapted by National Center fo r Voluntary Action f r om the 
New ~ornmunity Organization , by Arthur Dunham , Thomas Y. Cr owell 
Publishers , N. Y: 1970 , pp . ]42-344 . 
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Document -:3 
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CHAPTEn I 

~atr ix ~or ~o~inating Com~i t tce 
~omina ting Committee Analysis 
lember sh i p Contr act 

Ther e i s no per fect board . But what ever per fections or 

i mper fections e x i st in the boar d menbe rship , i t is the nominat 

inP committee which must carr y ei ther the gl ory or the guilt . 

It i s t:'.e n rniqa Lir..g cor.ir!':i ttc0 v1hic!t r os sesses the cor,cr of 

t he ~utur e of the board . ~nd yet , i t is t he n~minati ng com□it

tee wh i ch is frPque ntly 6 i vcn the least thou~ht a!'ld the mos t 

limited supervision of a!ly committee of the boar d . Sel ecting 

those members who s eem to have enough time to make te l ephone 

calls, t he nominating committee , of t. e!'l wor ½:i !'lg as at.. t onomous 

indi vi1ua l s , stumbles t hr ~ugh the pr oce s s of boa r d me mber 

s election . 

"Behind ever y good board l ies the car ef ul wor k of a conscien-

t . 1 
i ous nominatjng comnitte e . It is the "centr al commi ttee of 

2 
the entire or ganization ." Facin~ the bo:ir d on one si de , and 

the board ~ember on t he other , it holds s pecial r espo~sibility 

f or eac h : (1) to t he boar d for mai ntaining cont inuity and e ffec

tiven ess; and (2) to t he individual boar d □ember for pr oviding 

opportunities to us e and develop compe t ency . I t is t ~e aorta 

t n r ovgh which t!':e life - ~1lood o f the organiz a tion flov, s . 

14 
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The bylaws prescribe how the nominating commi ttee will be 

s elected , and will spec ify , in broad terms , its duti es . Among 

the mor e satisfactor y struc ture s is the pr ovi sion for r o tating 

member ship witiin the committee ; i . e . , a new membe r is appointed 

each yea r a nd t he senior member dro ps off . The senior member 

automatically becomes the ch~ir man , follov,ing which , as mentioned , 

he re tir es . There for e , t he ter m of office of each c ommittee 

member is e qual to the number of pe rsons on tr.e com~ittee , 

usually three or five, but al.ways an odd numbe r . 

The c ontinuity which this system provides assures that 

c onfidential i nfor ma tion about pr ospective nominees remains i n 

a r elative l y closed g r oup . Fur Lhe r r.ior e , i t pr ovi de s that 

c andidates who are considered i n the pr esent , but no t avail

able in the pres en t , will not be over looked in the f u tur e . 

In tbe everit the or ganizrttion is conposed of a member s h j p 

g r oup , the bylaws may requir e that the nominating c ommittee 

have r epr esen t a1:i0n f r om both the general r.iembership and f r om 

t he board . In such a c ase , in a r otati!1g c ommi ttee , the r e may 

be two ( or more) members w~o retir e eacb year and two ( or more ) 

v;.'io a:::·e appoi nted each year . The task of t he committee then 

is to select its own c hairman f r om ar.ion; tb.e senior member s of 

t:1.e committee . 

The appointrr.ont of r eti.ring president s to the n umina ting 

c omr:ri t-cee of'ten is a judicious move because of t heir knowledge 

of the needs o f tte or ga!1ization and how they can be me t through 

specific s kills, and also of th ose persons trey have observed 
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who have sho·:m. potential f ::,r board m,,,mhership . 

Year - r ound activity str enr;thens the nominating committee ' s 

function . Eurried consideration and the pressure of an irr.mi

nent deadline may c ause irrational selections ; but time to 

observe , to d iscus s, and t o weigh choices through the year 

lends a thoroughness which assur es a more c ompetent slate . 

Bylaws notwi thsta!lding , the pr ocedures of the nomina t ing 

c ol1l!liittee occasionally develop f r om pr ecedent ra ther than from 

a well- defined and documented .ir ocess . 1\ssuming , however , 

that a board ma~ual is part of the op-=r ational ecp1i p□ent of each 

co□oittee of t~e or gani za tion (and it definitely sh ould b e) , the 

section on the nominating co~mittee would c ontain the articles 

of the bylaws r eferri.ng to the n ")minating cot:1 rnit tee selection 

and its duties ; du ties and terms of officer s ; duties and terms 

of b oar d □embers ; method of pr ese11ting the slate ; and elections . 

This gener al information would r eoain unc hanged f r or.1 year to 

year . 

In addition , the nominating c om~ittee sh ould ha v e a s e t 

of guidelines which would b e r evi~ed annually because the in

formati0~ c o~ta:ned therein varies from year to year . An 

example is shown on the fol l owing page : 



Guidelines for the Nominating Committee 

Basic Infor mati on 
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1 . ~ames , addr esses and telephone number s (home and/or business) 

of member s of t he nominating commi ttee 

2 . A list of me□bers of the b oard 

3 . A lis t of member s of the board not eligible for r e - election 

by reason of tenure 

4. A l i st of member s elj gible for re - e l ec t ion by r eason of 

allowable c onsec~ti ve term 

5. A list of officer s eligible for re - election 

6 . A l ist of officers ineligible for r A- election 

7 . Cr iteria f or selection of board member s (Criteria will 

be r eferred t o later in this chapter.) 

S. Crite ria for e va l uat i on of board members eligible for 

re- election ( See Chapter VIII , "Eval uation : The Boa rd 

Member Individua lly," ) 

Schedule of Duties 

l . Consider ation and sel ection of current board members who have 

Ser ved one term and are eligible for re- election at the 

annual r.iee t ing 

2 . Co:-isideration and selection of new board nominees who will be 

elected at the annual meeting , and who will commence their 

ser ~ic e at the board meeting sc~eduled for __J_date) 

3 . Conside r a tion and selection of no~inees f or officer s of 

the board w:10 will be e l ected at the annual meeting and 

who wil l assume t::eir dt:.tie s on (date) 
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4 . t · and selec t ion of nominees fo r the ifomina ting consider a ion 

comnittee for the ensu i ng year ( i f bylaws are a pplicable) 

to be elec ted a t t he annual □eeting and t o com~ence ser v-

ing on (date) 

Presentation of s la te to (board) (genera l membership ) 

(date/s) 

useful Instruments 

1. 

2 . 

3 . 

r.:a t r ix for N"Jmina t i ng ComBit tee (Documen t /12 ) 

Report Ca r d f or the Boar d i.iemb er (Docll.t:len t r/1 2 ) 

Board 1:ember Inve~tor y (Doc ume nt //14 ) 

Criter i a for Selection of ~omine es 

on 

A wea~ cus t om for s e l ec t ion is to dr a w exclusi vely f r om 

f r iends r ips with pr os pec tive nomi nees , and not f r om any obs erv

able criteria wh ich are relevant to the boar d 's pr oce s ses . 

Criteria for boar d me~be~ s e lec t i on a r e unique to each 

organization , and o~ly t hat or gan ization can make t he deter min 

ation as t o ·.vha t i t s s tandar d s will be f or selec t ion . 

Standard cr i t er i a r ange fr om s impl e a va i labili ty to ex 

pected fina!lc ial c ontr ibutions ; f r om cor.irnit t ee expe r jence to 

specific kno'.';ledge ; or from status in the communit y t o geo

graphic l ocation . Other consider ations may be age , gend er , 

and r ace . Some chur ch- s ponsored or ganizations r.iay require 

r eligious a f f iliation . The Red Cr oss , amon~ other c r iter ia, 

identifies communi t y invol ve:Tient , ol d f amil y , and minority 

group .
3 

Houle uses committee needs as c r iter ia : per sonnel , 
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tent benefit , contributions, l e2a l , and building . 1nves m , 

In board workshops where par t icipants have developed their ow:i 

lists , the co:1se~sus favor s s :dlls , experience in other or gani 

zations or corn□ittees, and objectivity . 

A ~ the most doubtrul criteria monu 

word endeared by n ominating committees . 

is "commitment , " a 

It apparently is 

supr,os ed to suffice for all of t.:1e po s itive attributes the 

c omr:ii t tee seeks in a nominee . :Sut e ven ·'/ebster I s Die ti ona ry 

r,rovides vague definitions : "The act of doing or perfor rr. ing 

something; " " the act of putt_ing in charge , keeping or t r ust ; " 

"a proraise or a pled 3e to d o s omething ; " and "an open declara

tion of adherence . " Under these defini tions , "commitment" 

is not specific e nough to qualify as an obs e rvable behavior 

or attr ibute , e ssential to the selecti on process . 

In developins crit~ria, it must b~ ~ept in mind that 

boa~ds are basically futuristic : cstablisting policies to 

rn~et future c ontinge~cies ; approvin ~ bud ~ets to meet future 

needs; setting obj ectives t o be achieved in the f uture , etc . 

Conseqkently, t~e composition of tbe boa~d must ~Bve in it 

those elements of intelligence which will be attuned to the 

anticipa~ed deliberations of the f~tu r e . 

Thus, cri t e ria for board selection are not necessarily 

the same year t o year . There can be no "standard" l ist of 

criteria v1hich is applic able to every or ganiza tion . Each organ

ization develops a nd maintains its ovin standards for selection . 

For ~r.stance, as the oreanization adopts new objectives , as 
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n erl is sues develop , and as pr ograms a nd pr ocedures are modified , 

Casts of chc1.racters, in the board a .. d s ometimes in the staff , new 

are needed to move the a gency forward . Capital improvements , 

or a br oadening of the s e rvice base , or a new pr ogram all affect 

t he board ' s agenda and the deliber ations r e l ative t o these s ub

jects . Tbat board member, '.'/ho was knowledgeable and helpful 

with the last major f und-raisin~ campai~n , may not be equal ly 

c ompeten t t o discus s the es t ablishment of s atellite oper atjons . 

Should he be asked t o serve anothe r term? Or s hould s omeone 

•1✓ ho Knows s omet : ing about satelli te oper ations be invited to 

serve? 

Among other t h ings , t herefore , s i t uational compe t ence is 

i mportant to the s e lection proces s. The n ominating committee 

may be looking for a person of prescribed c ompetence gained 

t hr ough volunteer experience , or tr~ough being a client , or 

through l i ving in a tar ge t area . On the other hand , ther e 

may be r eason t o s ea rch for a person of asc r ibed c ompete nce : 

teacher, social worker , lawyer, construction worker, etc ., a 

person v1hose occu pa tional s ki 11 su ggests his ability . The 

value of e ither the prescribed or a scribed c ompetence depend s 

upon t he futur e pl a ns of the organization as re vealed in the 

selection criteria of t he nominating committee . Mispl aced 

or misdirected c ompet e nce may cause eve n the bes t pl ans to 

~alte r or to fail . 
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fl. slmil"lr issue r evolves arnund whether the criteria 

should s pecify specialists or generalists . Some boards prefer 

l ect specialists, persons with a s pecific sl<ill which 
to se 

will be i mmediately available to tbe deliberations of the 

boa rd , and who will help break down complex i nfo r mation into 

understandable elements . Other s may want t o select generalists , 

r elying on the pr ocess of c ommittee and board experience to 

develop the□ into specialists unique to that board . The develop

ment of a board specialist may f ollow one of several paths: 

Individual board members can be informed that they 

should in t ime develop a particular area of inter est 

and expertise . 

A system of gr aded r esponsibility can be utilized 

t o develop a board member ' s knowledge in an area . 

I ndividual boar d □embers can be assigned important 

jobs in areas in whic h there is a need for the 

development of exper tise . 

A system of Education based upon the individua l's 

needs and interests can bui ld upon na tural abil ity .
4 

Time as a criterion should be given special attentionif it 

is expected of the nominee . Depending upon the nature of the 

org~nization , the board member may be expected to give inor din

ate amounts of time not only to board work but to committees, 

CO'lsultations, and meetings . On the other hand, some organiza

tions may require only attendance at the regularly scheduled 

board meeting. 
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rt is quite likely, however, that in the near f u tur e 

some boar d members will have to be full- time . More and mor e 

not - for - profit organizations _a re relying on thei r board mem

bers t o be extensions of the agency in the la r ger communi ty , 

even at state and national levels . For instance , in an emer g

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

on legis lators, to encourage sup port f r om othe r local , s tate , 

or national or gan izations, and to a ssociate directly with the 

client in the promotion of a caus e . 

Also, time is essential as voluntary or gani zations r es pond 

to the public demand for better coordination and larger coali

tions and broader r elationships . Whether we want these c ol 

laborat i ons or not they will be "inc r eas i ngly required b y an 

irrevers ible shift in our s ocie ty from trad i tion- dir ected 

policies and practices to knowledge- based policies and pr ac -

tic es •. . "5 The delegate Loard member, therefore, is indis-

pensable . Because of the complexities of communication , dis

tance, and f und s, some organiza t ions rely on one board member 

who acts as their prima ry r epresentative in confer e nces and 

councils . The burdens of office frequently miti ,ate against 

tr:e pr esident adding t.r...ese duties to the job ; but a knowledge

able, articulate board member , skill ful in t!le poli tics of 

coordinating and planning gr oups , can provide an adjunct service 

for his organjzation . 

:-Jot t o be m nfus ed with the above, ther e also is the 

representative board member, a person whose presence on the 
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assur es that an im portant voice from a c onstituent gr oup 
boar d 

. in deliberations . The r epr esentative on the boaTd 
i s hea r o 

t ly makes the diffe!'ence between an " open" or a "closed" 
r r equer. ~ . 

board . 
d " 1· t 1 t t t "Open" or "close app ies no on y o s a us 

char acter isti cs, tut to a point of view as well . 

Dur in- the Sixties the heedless rush t o create a "r epre-

" t ative " board (usually o!' c lients ) , brought in i t s wake the se .• 

pr orlerr.s of tokenism . The Representative became the counte r -

part t o the old letterhead board member: present in name , sel

d om in body , and ~ever in deliber ations . In fact, in many in

stances , the aepresentative ~as only a pawn in the game t o get 

gover!'!ment funds available to those or ga:iizations which thereby 

had demonstrated "maximum fea sible participation . " Cunninggim 

s ays , however , "Yet it is bette r to have one woman than n one at 

a l l , one blac k: , one Jew, perhaps even one redhe ad arrl one south

paw, t han none at all . Both tokenism and the effor t to escape 
6 

tokenism can get pretty silly . " 

Another kind of ''repr esentative" is that person wbo is 

selected because of ti s connections with anothe r organization . 

Furposef~lly chosen in a liaison capacity , that person must d eal 

with s pli t loyalties . 3epr esenting "hi s or ga~izat i on " ·while at 

the same time participating in the del iberations of another board , 

c reates per ipheral pressures on his decision- making . First, the 

l :.a ison boa::-d member must be aware of potential conflic t of inter 

es t, and to declare it when it occurs . Second , if there is no con

:'li c t or interest, he must under stand that he has accepted the s ame 
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h" p r esoor.sibilities as every other person on t~e boa r d . 
members .• 1. · 

.he mu.st shed his outside i r1e1. ti. ty . ll i s dee is tons a re As such , 
and !Jot. d ictated by "his organizati o:i . " To do otherhis own , 

. . t o arrogate powers he doe s not technically nor legally wi se 1s 

ros ses s . 

In still a different context of re pr esentation , the boar d 

membeT may be the ombudsman board member . (This conce pt is 

devel oped more specifically i n Chapter V, "The Eth ical ~esponsi 

bilities of the Boa rd l'v'.err.ber . ") The ombudsman board member 

assumes the t r usteeship for a specific segment of the constitu

ency: the donor , the client , or the e□ ployee . He ac t s as an 

overseer for the interests or or.e of these designees dur i n g 

the deliberations of t he b oa r d , thus assur in 6 that the ramifi 

cations of board decisions are never unbalanced . 

Thus t he cri t eria begin to de velop : the gener alist , t he 

specialist, the avail able (time) , the advocate , t he delegate , 

the r epr e se n tat ive , and the ombudsman . 

Selection 

The process or s election (and retentio~) of boar d members 

is n o s imple task . One of the most effective instruments us ed 

by a number of organizations , including the Red Cr oss , is the 

Llatrix f or t~e Nominating Comrri t tee . Origi:-:ally designed by 

r.oule , it is simple but effective , and gives a nominating c om

mitteo needed e vidence for its t ask . (See Document /12 which 

includes an explanation of its use . ) 

A sa~ ple of an a c tual anal y s i s done by an existing or gani

zation, using the Matrix , is shown in Document #3 , "ifominating 
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. Analysis . " Pinpoin t ing specific needs in memorand um 
C omrr.i ttee 

P
rovides a focus f or sug~est ions and c onsider ati ons of 

f orm, it 

l nominees and incumbents. 
possib e . 

The Board ~embar Inventory, Document #14 , ( developed in 

detail in Chapter VI I I , "Eva luations of the Boa r d and of the 

d i'ember " ) is a lso an eva luation, in a sense , of the wo rk 
Boar "· 
of t he nominating c omQittee . I t pr ovides visible evidence of 

t he state of effectiveness of thE board in a range from super i or 

t o poor. ~sed in conjunction with o ther i nstruments, the Boa rd 

!lember Inventory offers alerts t o potential probl ems in the 

personnel of t he board. 

Ter ms a nd Tenure 

Probably one of t he mos t diffic~lt and delicate pr oblems 

an organization must f ace is the r otation of board membe rs . 

Rotation has two meanings : ( l) s ta (:;rsered terms where no more 

than one- half or o~e - t hird o f the boar d are r eplaced annually ; 

and (2) l imitations on the number o f t e-r r.i s o:1e may ser ve be 

for e being r etired , or ''rotated ," off the board . We shall dea l 

with the latter . 

T~er e appears to be ~o unive rsal r u le about how l on g a 

b oard member s:-iould s erve ( except f or pub l ic agencies wh ic b 

may have manda ted ter ms) . S ome or ganizations have bylaws which 

limit r e - electi on . Whether or not such a proviso i s necessary 

must be v1e i ghed pro and c on . 

E:ss entiall:,1, a c ompl ex agency in a c ompl e x community may 

want l ess r otati on than a sim ple o r ganization in a small 
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c ommunity . On t~e other hand , the community r elations value 

of moving citi zens thr ough a board experience may outweigh the 

disadvantage s of losing exper ienced pa.~tici pants . Houle ad 

vi s e s □oderation sayi~g, " Pr ol onged tenure and br ief tenure 

are bo th ap pr opr iate under certain ci r cumstances, but , in 

general, the weig!1t of the evidence is against eithe r extreme . 

There mus t be a l ong e nough tenure to pr ovide cont i nuity but 

a s!-iort enough tenure to s ecur e c onstant fres hness of view-
7 

point . " Something a lso must be said for the kind of personal 

developmen t which oc curs whe n tem.rr e is l imited thus r eleas ing 

experienced b oard members t o move on to other or ganizati ons 

and a diversity of or ganizational i s sue s . 

Aging Boar d Members 

A s imilar issue is the aging b oard member . Some boards 

have an automat ic r e tire~ent age a t which the boar d member 

is no longer eligible f or r e - electioP- . But in view of t he 

n ewly adjusted mandatory r etirement ase established by Congres s , 

it is unl ikely tha t past practices wi 11 pr evail much longer . 

A solution to the dilemma has been f ound by a hos pital board 
8 

in ~licbigan . After c onsidering movine their over-age board 

members to an honor a ry statu s , and beirg s oundly r ebuffed with 

the i dea , they real ized that the "she lving '' process invited 

hurt fe e lings . Fur t hermore , they desired to a c ~nowledge t heir 

appreciation f or t he services o f old0r members , s ome of whom 

had been on the board f or a numbe r of ye ars . Through an amend

men-c to t he bylaws, ( see Figur e 1, next page) t hey a re able to 

- establish a ''vacancy' ' when a membe r r eaches t he age of seventy, 
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A..~TICLE I I 

Trustees 

Section 1 . ( b) A.ny Tr u stee now s e rving o~ the Eoa rd , or 
hereafter elec ted t o t he Boa r d , w~o reaches 
seventy y ears of age while s o serving as a 
member of the Boar d shall cont .inue t o be a 
member of the Boar d dur ing his lifet ime , in 
add iti~n to the fort y ele cted ~embers , with
out t he necessity of being reelec ted . 

Sec tion 3 . 

(c) The additional member s to be elected shall 
be elected t o s e rve f or t he unex pir ed terms 
of sue h member s who ha ve reached seventy 
years of age and until the successor s f or 
such newly e lected members ar e el ec t ed and 
qualify . Thereafter , the additional member s 
so elected by t he Board shall be sub j ect to 
r ee l ecti on in t he same manner as pr ovided 
in Sec ti on 2 he reof . 

(d) A.s long as ther e are at least fo r ty member s , 
exclusive of the exofficio member s , s er ving 
on the Boa r d , ther e shall be no r eplacement 
for any regul ar member of the Board who is 
seven ty years of age, or o l der, who r esigns 
or dies . 

Vacancies i n the membership of the Board of 
Trustees shall be filled f or the unexpired 
t e rm thereof by the affirmative vote of a 
majority of t he members of the Board voting 
in per son at a me etir.g of the Board at which 
such e l ec t i on is . held. 

Sinai nos pital , Detroit , 
lt.ic higan 

Figure 1 . 
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at which time the member automatically becomes a life member 

a~d no longer runs for r e - electi on to the board . The quiet and 

un publicized procedure is that the nominating commi ttee is 

alerted when an individual reaches s eventy and the "vacancy" 

is fi l led . The possibility that the board may grow too large 

does not appear to be a pr oblem as attrition from illness , 

death , r esignatj ons an-, ., Lr1: :; t r-e fatir~ue II keeps the boar d 

wi th.in wor kable limits . Secause the age of new member s i s 

l e ss than that of tbe pre- existing membership average , the 

a ver age age oft.he boar d shows s ome decrease. 

The Contr act 

As evidence of an or ganization's ca r eful selection , the 

pr ospec tive board member and the or ganization may enter into a 

written agr e er.ient which delineates expec ted per for mance on 

both sides. Board membership i s not a passive commitment . 

The board member expec ts things t o happen to him as a r es ult 

of his member shi p ; and l ikewise expects t o deliver cer tain 

attr ibut e s t o enhance the b oar d . The organization , by the 

s ame t oken , expects t o see s ome positive consequences of the 

board member's pr esence , and also expects t o del iver oppor

tunities t o use the board member ' s unique qualifications. 

t:iany of the mos t serious pr oblems which develop between an 

or ganization and its board member s are r ooted in unrevealed 

expectations on bo th sides . Clarification of what each anti

cipates of the r elationship relieves the tension of ch8nce 

and un...1-iappy revelations . It is in this vein that a wr itten 



contract is mutually developed. 

Among the best such c ontracts is the sample shown i n 

Document #4, "Contract . " Couched in war m but explicit terras, 

it leaves no doubt as t o the intent . 

29 

A c ontract , however, is not a substi tute for a rchaic selec

tion procedures. There is s ome r oom, but not mu ch, for the or gan i 

zation which chooses to use ineffective selectiom methods . For 

those which do there is usuall y in every community so□e boar d 

wh i ch is a plaything . Ever-yone knows the board is simple wind ow 

dressing and that the r eal wor k is being done by staff or volun

teers . Nevertheless, these boards solve two community problems : 

(1) they beco me the parking lots for the low - performance member 

who feels that by his presence (in spirit, in person , or on a 

letterhead) he has made enough of a contribution ; and (2) they 

keep these per sons out of the mainstream of the high- powered, 

live- wire organizations who r eally demand intellectual, ener 

getic, and res ponsible particlpation from t~eir board members . 

Conclusion 

Ultimat ely , VJhe ther the board 1 s dynamic or apa thetic 

rests on the intelligent vigor of the n 1minating committee . 

The i.!Iiportance of the nominat i ng committee is unassailable . 

It is the only credentialing c omponent of the board and as 

such is res ponsible for the image and demeanor of the or gani 

zation . To the pr ospective boar d member, the apparent c a r e 

and thoughtful ness with which he has been selected is assur

ance t o him that he is e ntering into a colleagueship which 



v,i ll be wor t hy of his time and talents . To the continuing 

boar d member it is a ssuranc e tha t his eff orts have pr ovided 

an essential S""rvice 1.-vhic h other'.'lis e would be lac !.cing , and 

that be must therefore maintain a hi~h level of pr oductive 

ac t ivity, thus enjoying a s ense of f ul:i llment and satisfac

tion . 

8ssent i ally, the element the selection pr ocess strives 

to ensure is a~ality , not only i n individual board members, 

but in the board itself . As Pi rsig says in Zen and t ~e Ar t 

o f f.'o torcycle Jfaintenance , "The ~uality job is seen . .. and 

t he person who s ees i t fee ls a littl0 be tter becaus e of it , 

and is like ly to pass that feeling on to othe r s , and in tha t 

way the Quality tends t o keep on go ing . 119 
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But Quality does not tend " to '<eep on going " without nur-

turing and mo~itoring . As meticulous as the selection process 

may be , the Quality it attempts t o provide to the boar d (and 

the organization as a whole) must be sustained throug h an orien

tation process wh i ch commences with the invitation to join the 

b oard, and which does not end until t he board member re tir es . 

The next chapter covers this life- span. 
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Ji.:ale 
Female 
Age 

Under 10 vears - 11 - 45' 
46 - 69 
70 and over 

beogra phic Distr ibution 
l North 
T" South 

East 
West 
Inner citv 
Suburban 

n ime 
Full- time 
Part-time 

Responsibilities 
Per s onnel Committee 
I nvestment Committee 
Advocacv 
~inancial Contributions 

~e presentation 
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NOMINATING COMJHTTEE ANALYSIS 
(sample) 

TO : ALL BOA.RD MEMB.:!:RS , M=21,'l:SERS , STAFF 

FROM : Nominating Committee 

SUBJECT : POT~NTIAL BOARD MEMBE~S 

It ' s the time of year when we need t o look ahead to new 
members of our Board of Directors and '.'{E :-IBED YOUR HELP ! In 
looking over the needs and doing a Board Analysis of the 25 
present members we find the following : 

Pr esent Boar d : Men 17 
Women 8 
Ages under 35 2 

35- 50 12 
50 & over 11 

Geographic Distributi on : N.W . 
s .w. 
N.E: . 
S . E. 
Central 

2 
2 
3 
5 
8 

Vacancies : 4 must drop off for 1 year at least 
4 may be r e-elected 
4 of the remaining member s are 

filling vacancies 
1 may be elected as 25th member 

and Pr es i d en t 

Fr om this analysis we find our needs are : 

1 . 
2. 
3 . 

4. 
5-

At leat 2- 4 more women 
Several members under 35 years of age 
2- 4 pr ospects from N. E. and S . W. regions ; 
l or 2 prospects from ~. W. r egion 
Representation f r om social services 
Consumer and minority · representation 

Now , wbat you could do to hel p would be to suggest the names 
of several people in your area , circle of friends, community 
leaders , etc . , wh o woul d meet the above requirements . Send us 
as much information as you can, and we will go from ther e . 
Please give it some tboughtNOW and dr op me a line so we can 
begin. 

We will appreciate your help tremendously ! 

Joe Nominator, Chairman 
1234 Fifth Street 
Anywhere , USA 
( l23) 456- 7890 
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between 

Document 4 ~ 
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EASTER SEAL SOCIETY FOR CRIPPLED CHILDREN 
& ADULTS OF VENANGO COUN1Y 

THE EASTER SEAL SOCIETY 
and 
YOU 

THE MEMBER OF TRE BOARD 

The Society promises you : 

1. The opportunity for personal growth and education through: 

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

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

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

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

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

4. To provide bonding and liability insurance to minimize your pe rsonal 
liability. 

5. To f ully inform you of your legal r espons i bilities as director of this 
society . 

6 . To fully explain duties of conunittees to chairman and committee members . 

7. Self- fulfi llment a nd camaraderie. 

You promise the Soc iety : 

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

A. Fai t hfully attending all orientation and training sessions to become 
a knowledgeable, informed Eas ter Sealer who can and will te l l the Easter 
Seal story at eve ry opportun ity. 

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

C. Becoming real ly involved in the program by Using your speci al sk i l ls , 
carrying out your assignments and working hard in the areas where you 
are needed. 

2 . To give your financial support and be willing t o pe rsonally seek t he 
financial support of others. 

3 . To be loyal to the Society and confidentially discree t . 
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y support t e xecut ve r ector an t e res'lfflfn n 
their effor t s co e ffec cively direct the programs and growth of che Sociecy . 

S. To be informed enough co offe r construct ive criticism wh ere you fee l it 

is indicated. 

6 . To have e nough c o ncern for the Eas ter Seal progr am to s urrend e r volun
tarily your place on the Board if you do noc hav e the time t o effec t ively 

fulfill the above committments . 

* * * * * * * * * * * * * * 



Document #5 
Document #6 
D ocurr:en t #7 
Document //8 

CBAPT3R II 

mu::::NTATION OF BOARD MEM3ERS 

Pre - Induction Orientation 
5oard Member Orientation 
raintenance Orientation of tl::e Boa rd 
Infor mation Test 

It has been s aid that the r etention fac tors for dissemin

ated informati on are : 

35% is forgotten in 20 minutes 

75% is forgotten in one day 
1 

99% is for gotten in 7 days 

--and yet boar d member orientation generally is lumped into an 

hour of speeches, mor e or less ~ Thus informed the board oember 

is expected to be pr epar ed almost at once to participate judi

ciously in the board decision- making process . There is little 

wonder that many board mambers feel tha t only as their term 

expires are they fully aware of all of the r amifications of 

their r ole in the organizat i on for which they have been respons 

ible . 

The pur pose of orientation j s t o i nc rease the individual 

effec tiveness of t he decision- maki:ig process of each board mem

ber . The thoroughness of the orientation impacts throughout 

the or ganization , affecting staff , clients , and extending into 

t~e c ommunity i tself , so met"mes into ~igher eche lons at the 

s tate or nati onal l evel . 
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A r espected board member has sai~ , 

Pr ocedures 

Unl ess t rustees are exceedingly we l l in 
forQed about the nature of the institu
ti on and its ne eds, understand its present 
pr ob l ems , and have a profound co~vict ion 
about t he natur e of the entcr~rises go
ing on there , t heir judgr.,ent as to ·,·1ha t 
that insti tution needs will undoubtedly 
be f aulty . 2 

Methods var y as to orientation procedures . Some or gani

zations , in the initial phase of orient ation , include new 

boar d members and ne w s t aff member s in the gener al intr oduc 

tion t o the or ganization, its hi stor y , philosophy , and goals. 

As a device for t eam bui l ding it is e ffective . 
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Some organizations, using the "buddy" system, leave the 

oTient a tion in t he hands of i ndivi dual board members of some 

s enior i t y w!1.o are par tner ':?d with a new board member . They 

pr ovi de essential infor mation and act as a contL~uing r e source 

f or t he new member • 
. 

Other or ganiza t i ons have an orientat i on and education c om-

mittee whose f unction is to orient new boar d members and pro

vide continuing ed ucati on for old board members . The c hief 

executive officer and t he board pr esident may carry t he res ponsi

bility for board ori entat i on . 'ilha te·o1er opt ion is chosen , ce r 

t ai~ly there mus t be a c ont i nuing a:i.d wor kable sys terr. . 

Eowever, the scope of orientat i on should extend beyond the 

basics : bylaws, histor y , policies , and bud.get . And the pr o

cess shoul d extend beyond the one - time shotgun approach . " It 

i s obvious that the achievement of s ~illed board member servi ce 
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depend s upon a conti nui ng pr oces s o.f education . 113 

Orientation s hould be a continuum which comr.1enc es at t he 

point of invitation to bec ome a board member, and is delivered 

in phases which cor r espond t o hi s deve l oping awar eness . Each 

ph as e i s de signed to pr oduce the ult i mate r etent ion . The 

ph ases a r e : 

Pr e - Induc tior

Induction 

I1'. i d -Year 

!.iaintenance 

Pre - Inducti on 

At time of invitation 

At time of a c ceptance of invi

t ation and befor e f irs t boar d 

meeting 

f.Ud - way through the year, whe t he r 

fir st ter m or subsequent t er ms 

Continuing educa tion of boar d as 

a whole , gener a lly a r egul a rly 

schedul ed pe r iod of time a t each 

board meeting 

The fi r st glimpse into the orga1ization comes at the time 

the nominat i ng corru::i ttee (or some of its member s) invite a 

p~ospective board memcer to stand for nomination . Although 

it i s hoped tr.e vista through the door way to tbe board s hows 

o r der liness and effec t iveness , it should also provide some 

i'-sights i nto areas ~ot visible . 

For instance , the h i stor y of the o r ganization is essential 

not because it is a saga of the progress of t he or gan i zation, 

b ut rec a use it pr ovides t he backgr ound for established goals 
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and obj ectives and r evealed pr oblems . 

The last annual re por t , itself an historical document , 

provides an overall perspective on the long - range plans of the 

futur e . 

Ex pectati ons and r e s ponsibilities of the board member 

should be carefully discussed in the pre- induction phase . ·.-ii th 

board ffiembers bec oming increasingly concerned about their lia

bilit i es , certainly the le gal r esponsibilities should be 

divulged . 

The board r:,ember will be dealing with "futur es" and his 

initial knowledge shoul d g ive him the kind of inf or ma ti on 

whic:: will insur e his s ense of c onfidence and competence . 

The pr ospect , thus knowi ng :n general tha historical background , 

- t he objectives , and the pr obl ems has some comprehension of his 

f u ture on t he board . 

In synopsis , the pre- induction orientation cover s his -

tory of t he or ganization as it rela tes to long- term goals and 

to currGnt ~roblems ; the annual report as it relates to objec 

tives ; l egal respo~sibiliti e s ; and the r elationship of the n ominee 's 

unique qualifi cations to the total effectiveness of the board . 

The materi als from this i nitial orient a tion are left with him 

and whether t he or ganization acquires a new board member or 

not , at least it has acqu ired an informed c2-tizen . 

Induction 

The induction phase occurs betv,een the election of the 

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

- individua lly or in a group session . But it must be done ! 
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The presentation should be brisk, hut no t hur ried , and 

interesti ngly sta ged . It may r equir e fil□s , slides , and other 

v isuals ; displays of special equipoent ; and tours . It may 

also requir e the support of staff members and/or volunteers . 

It is not the ti ne , however, to unload the total information 

package on the new board member . An overload on the r e tention 

capacity will cancel out e ven the best presentation . The ~re

sentation should be limited t o that which will give him a 

sense of being coCTfoTtably equipped to partic ipate in decision

maki ng at his fir st board meeting . The Red Cross adv is es , 

"Brevity and interest are t he twin keynotes of this orienta

tion . Ruthlessly cut back the pr esentation t o information that 

the volunteer l eader must have t o function effectivel y . 114 

It is at this point tha t the new hoar d member begins to 

build his boar d nanual (which is a gift f r om the organization) . 

Sooe information may already have been accumulated , such as 

the pre - ind~ction (invitation) □aterials . as he moves through 

this ph ase and subsequent phases of orientation (and Later 

into c or.1mi ttee assignments a nd other res nonsibilities) his 

board manual will grow . 

Some aspects of the induction phase are suitable f or 

re - or ientation of old boar d members . For instance , a tour 

of the agency or a review of standards or quality contro ls 

may revive a stale board member . :-✓1th rapid changes occurring 

in every organization , old boar d members need and appreciate 

a r efr esher . iioule says , "Once the board member has been 

- initia ted , he must not be allowed to stagnate . 115 
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Mid - Year 

!t: id·:✓ay through his first year t he board member ha s be 

come associated with other aspects of the organizati on through 

committee wo r ~ possibly on c om~ittees wh jch a r e joint staff/ 

boar d . Having thus gone ::leeper into the f unctions of the 

organization, he needs another layer of in:or mation (and he 

usually knows he does ~) . He beg ins to see new c omponents of 

the or ganization and hoi'l they coord i nate to wo rk t oward the 

goa l o f the or ganization . Hence , departmental information is 

a r elevant s oUTce of information a t this juncture . He als o 

needs to develop an und erstanding of staffing pa tterns ·N ithin 

t ~e or ganization as they r e late to day - to- day operation . 

All of this is an inward look , but it is appropTiate also 

to broaden the external vision to an understanding of t~e 

spheres of influence : ho~ the organiz ation relates to similar 

organizations 0i the r locally , statewide , or nationally ; how it 

relates to tange~tial organizations such as planning bod ies ; and 

ho\'/ it serves and is servic e d by outside a .:;e~cies . 

These a r eas , t oo , may change from year to year, and it 

behooves t he old er board member t o avail himself of mi~-year 

orientations i n order to 're ep abreast . 

I.1aintenance Orientation (C on tinuing Education) 

Maintenance orienta tion should not be c onfused 111ith board 

t r aining . Orientation i n any of its phases is 

alv1ays relative t o the work of the enterprise ; whereas boar d 

training is r elative t o t:ie technical functions of the board 

- and board member . Orientation is dir ected to information and 



board training is dir ected to ski lls deve l opment . 

Naylor s ays , " I t is equally important for a Boa r d of 

Dir ector s t o acc e pt the fact that an ar;ency is a ' bec'Jming ' 

organizati on , not a finished , polished , i nflexible , crystal-
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i zed organiza tion . "6 Con s e quent ly , th er e must be s ome method 

by whicb the pr ocess of "beconing " is brought to the atten

tion of t~e boar d members . Ideally , s ome time s ~ou l d be set 

aside at each boar d meeting t o allow f or r eports and discussion 

of t hose s ubje cts which now or in the f uture will affect the 

c ourse of the or ga_11ization . Uaintenance ori entation pr ovides 

bac kgr ound inforrr:a tion f or possible future is s ues , and hel ps 

the boar d naintain its equilib r ium in deliber ation v1 hen the 

issues become c r ises. 

As a v10r d of cau tion , the scheduling o:' a segment o.f 

:r.aintenance orientation at ea ch boar,j meeting is not a sur,sti 

tute f or the c h i e f exec uti ve officer ' s repor t . The two are 

not necessaril y t he same and s hoLlJ n ot be cons i der ed inter 

changeabl e . Similarly , maintenance orient a tion should not sub

st i tute f or cur re!'lt i terns on the agenda . 

Orientati on Patterns 

The d ocuments following t:-i s c hap t e r are offer ed as s ug 

gested orientation patterns f or all phases . They provide a 

checklist and procedural for □ for a c omplete orientat i on system . 

Ther e is nq special sequence of prio~ities in each phase . These 

•,·;ill v a r y from agency to agen c y a n d from t ime t o ti□e . 

It will be noted t.r.at t h e c hief executive officer and tr.e 
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b oard president in this system c ar r y the heaviest responsibility. 

As to which one will initiate the pr ocedur e, there is no fixed 

responsibility . Houle believes that the pr esident (chairman) of 

the board "must be aware of the need for developing the abilities 

of the board members more rapidly than by letting nature t ake its 
7 

course . '' He also says , "The executive plays a significant r o le 

in t he continuing education of' the board member • .,B Boar d member

ship should be a pr ocess not a condition . As a res ponsibility 

shared by the chi ef executi ve officer and the board president 

orientation must be an integral and co~tinuing function . 

Boar d Training as Continuing Education 

As s tated earlier in this chapter , board training and main

t enance or ientation are two s eparate pr oc edures . However , t he y 

both logically belong under continuing educa t i on . Board t raining 

i s t~e system which wi l l assure impr ovement of skills and develop

ment of new sldlls . A s kill development, for instance , may be the 

designing of an orientation pr ogr am . Docur.,ent #8 , " I nfor mation 

Test," is an instrument which will initiate the pr ocess , and could 

be accomplished i n a boar d t r aining s es sion. (The ap pendix con

tains sample wor kshops for boar d training , cover ing generally the 

basic skill as pects of board membership .) Continuing education 

provides a flow of infor mation at whose confluenc e emer ges a dis 

ciplined, ;:>otent , and knowledgeable boa r d member . ·,vi thi n this 

d omain is the boar d member 's comprehens ion of his r ole and respon

sibilities , the dividing line between board and staff. Our next 

chapte r enters this for mi dable a r ea . 
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Name of Pr os pee ti v e Boa r d f.~ember ____ ___________ _ 

Date 

DATE SUBJECTS P~2SE:CI:D DY DATE 
I I C01£PL~TED 

Histor y of or !! . 1.'iembe-r ( s ) of 

Lon2;- term 12:oals Nominati ng 

Annual Re oor t Com□i ttee 

Year ' s Ob iectives 

Le~al ~esaonsibilitics 

-- Ant; ci oated use of 

I pros pect 's skills • 
I 

f 

' J 
I I 

Dorot~y Dalfanz- Teas 
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1'JAL~ OF BOIBD ¥131,IBE~ ---- - ------ -----------
DATS OF IXDUCTION ------- --- T&-U.: ::XPIR3S -------
R3- 2LJ:CTED ·---------- ---- T3R}[. 2XPIRES -------

PHASE & DATE 
DATE SU5JSCTS I PRZS2~T2D BY* I C 01(?1'::TZD 

Inductio1 Tour of agencv CEO 
( be.fore 
1st bd . 3eview o_f oolicien cso & L:d . Pres . 
meeting ) StandardslQuality 

c ontrols CEO or desi~nee 
Charter , Bylaws 
Co:-istitution nd . Pres . 

Comptroller 
A~encv bud r:e t Financial V. F. 
3d . r1le:nber I s j ob 
(i . e • . coc:u:ni ttee Bd . Pres . 
assignments) 

Cale ndar , incl . 
be . • state . loca l. Bd . Pres . 
and nat I l conven-
tions 

f~ id - Year Overview of relat ed CEO & :Ed . Pres . 
organi zations 

Depart□ental obje le -
tives and annual I Dept . heads 
r e oor ts 

Department al I 

bud-2:ets I Deot . heads 
Tabl e of Org . & 
Staffin~ oatterns CEO 

*Det erminati on s hould be made by the Board Presic.e:1t a nd tre 
CEO . It v,i ll vary f r om agency to aga-,cy andfron: time to t:.□e . 

DorotDy Ba lfanz- Teas 
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Date Scheduled I .Sub j ects*,._ Presented by Date 
Compl eted 

relevant litera 
2nd bd . meeting ture*** CEO/ Bd . Pres . 

the consumer/ 
J r d bd . meeting client appronriate staff 

i'eder a.1 and 
4th bd . meeting state r eg1.:.l atioJ s CEO or designee 

c ommunity 
5th bd . meeting issue s Pub . Rel . 

the national 
6th bd . meeting oicture S oec ialis t 

r esearch and 
7th bd . meeting technica l t r end: S oeci alis t 

8th bd . meetine: oolitica l is sue : CEO/ 3d . ?res . 

gth bd . meeting advocacv 
Lcgislator( s) 
CEO/ Bd . Pres . 

case histories , 
10th bd . meetinE -fiL11s . visuals C30 or desie:nee 

* This design is prepared f or presentation to the board as a 
whole, not indi vi:iually to each board ce□ber . 

** The secuenc e of subjects may be adjusted to fit the special 
information needs of the board . 

*~* Liter atur e should also include i~dividual subscript i ons fo r 
each board member to pertinent periodicals . 

Dorothy : alfanz - Teas 
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HI?OrlliATION TZST 

Board members a~d staff rr.embers t oge~her may par ticipate 

in planning an orient a tion f or their mutual benefit . Correla 

tions between the two sets of questions below Y1ill r eveal a few 

orientation objectives : 

FOR BOARD J.,~L'iBERS TO A~S'NEn : 

1 . ·ahat v,ould you have liked to b.a ve k:novnwhen you \'Jere a new 

board member , but didn' t learn until later? 

2 . 'Nhat ini'or rna ti on do you need now t o help you t o functio n 

better? 

3 . 5-o\': d o you rate y ours alf in ter ms of bei::ig well- infor med 

about the agency? 

l 2 3 4 5 
(low) (high) 

4 . :1or,1 do y ou rate t he board in t e r r:-:s of ne p t h of knowledge 

abou t the agency? 

1 2 3 4 ~ 
/ 

(low) (tigh) 

(continued on ne xt page) 



FOR STAFF EZ1GERS TO IL"\:SWER 

1 . ".'/hat informa tion does the board need to help you e1eet 

your objectives? 

2 . If you ::;ere a board member , what would you need to know 

in general? 

3 . ;{ow do you ra te yourself in terms of depth of knowledge 

about the agency? 

l 
(lo,•:) 

2 3 4 5 
(high) 

4 . Eov1 do you rat e the boa rd as a whole in terms of d epth of 

knowledge ab out the agency? 

1 
(low) 

2 3 4 5 
(bigh) 

~orothy Ealfanz- Teas 
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CHAPTER III 

BASIC RESPONSIBILI TIES, LEGAL RESPONSIBILITIES AND GRAY AREAS* 

Document #9 
Document #10 

Legal Checklist 
"What would you do i f • •• ?" (Lega l responsibil i ty 
s i t ua ti ons) 

Those t ensions whi ch occur between board and staff generally 

a r e caused by c onfus ion as to the limits or author ity which obtain 

to each . The r ule- of- thumb that the board sets policy and the 

staff executes it lacks specificity . Therefore , we are suggest

ing seven basic res ponsibilities of the board wh ich have been de

ve l oped t hrough t he law, t hr ough r equirements of national volun

tar y agencies, and f r om pr ecedent and pr actice . We also obser ve 

t hat there are s ome ''gr ay ar eas" which must be mutually consider ed 

and a s signed t o boar d or t o staf f or to both . 

Our list of s even basic r es ponsibi l ities is not in any par ticu

lar order of importance . 

Respons i bili ty #1 : To determine the or ganization's policies for 

meeting s hort- and l ong- r ange goals 

Policy det er minat i ons are based on understandable and ver i 

f i able ob j ecti ves . With out objectives, annually set and 

*This chapt e r is not to be construed in any way as pr oviding 
legal advice to any organization . It was prepared in consulta
tion with a pr acticing attorney , knowledgeable in the affair s 
of voluntary , not - for - pr ofit or ganizations . It is a s sumed that 
t hose who are r e s ponsible for t he legal status of an organiza
t ion would seek and f oll ow the advice of its counsel . 
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annually evaluated, there is no r eason t o set the policies which 

will enable the achie vement of the objecti ves . 

In addit i on , the boa -rd s .tould concern itself with develop

ing long- r ange plans t o c over per iod s of two , three , or f our 

years. As public policy and stat e a~a feder al regulations prolif

era~e, it may become more difficult to set realistic lon~- r ange 

goa ls and to structure long - range plans ; but without a long -

ra~ge focus , the agency is apt to set policy from a base of ex

pediency , thus losing i ts focus . 

Responsibility //2 : To be accountable to its member ship , to its 

community , and to its clients for the operati on of the agency 

in ter ms of assets , orngrarn , and humari r esolili'"ces (This subject 

is dealt wi-::h in detai l in Chapter V , "':'he Accountability of 

the Board . ") 

Boar d members, once thought of as being benefactors to the 

organization which they served , now are regar ded as trustees . 

As such they must r ender an account ins to its constituents : 

c ommunity , dono rs, members, clients , volunteers , and staff . As 

mor e c oncern presently is being expressed about waste am in

efficiency , the board must be able t o prove that it not only is 

aware of the pr oblems of duplication of services , but also the 

problems of misappropriat i on of human resourc e s . The board must 

also be a,vare of t he economics of scale--that a sma 11 independent 

agency may be too expensive or that a large cong lomerate of 

agencies may be too bureaucratic . The boa rd must take upon itself 

the responsibility for r ecognizing the mortality of its agency . 



Institutions , like h~mans, need to be born , to develop , t o die-

or to transfor m thems e l ves . 

~ccoun tability can be demonstr a t ed in f our sectors: fiscal , 

program , human resources, and future . 

I . Fiscal accountability 

A . Se l ect and retain outside auditors who wi ll 
adher e to the standards of the AI CPA Audit Guide 

B. Ap prove , r eject , or modify budgets 

C. Review and ap prove or s et policy relative to 
do nations m3de t o the agency or made by the agency 

D. Review and ap prove the ac cr ual of assets or dis 
posal of assets 

II . Progr a m accountability 

A. E~sure acces s i :' ili t y of pr ogram to a r ecognized 
target population 

B . Ensure q~ality and importance of service not other
wi se being dnplicated else•.•,bere 

III . Buman resource accountability 

A. 3valuate the current wort~ of human r esources 
to measure t he investment c osts and losses in 
human resources 

B. Ensure rAsponsiveness , accessibili ty, a nd avail
abjlity of the board to cons titutents 

IV . PUture accountability 

A. . Develop shor~ and l ong- r ange plans , revising as 
:iecessary 

B. 3xecute a regular self- audit a s an ap praisal of 
the organization in all of its aspects 

nesponsibili ty #1 : To select a nd appoint t he Chief Executive 

Officer who is accovntable to the board (As a r ule , it is this 

specifi c r esponsibili ty •.vhich disti!'.lgui.she s a policy- making 
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board frorr. any other '.<in:1 of boa r d . ) 

In the appointment or hiring of a Chief Executive Officer, 

the board oust define his/her responsibilities ; establi sh the 

job per f or mance sta:iiards and the compensati on ; and under take 

a periodic eva ~uati on based upon the performance starrlards and 

the Ch i ef Executive Officer ' s pe rsonal objectives f or the year. 

The board must also have some plan for continuity of management 

against that ti:ne when either by choice or accident it must 

f i~d a repl ace;-ie~ t for the C hie.:' Zxecut ive Officer . 

nes ponsibility #4 : To pr ovide for perpetuating effec t ive leader 

ship a nd e f fective board or ganizat i on 

The board must ass~me the res ponsibility for maint aining 

itself as an efficient mechanism for conducting the e xclusi ve 

business of tr.e board . Altho10· ,h. some o_f its wor:C- may be assigned 

to commj t tees, cons1.i ltants , or staff , it ultimately is the board ' s 

responsi bi lity to keep its leadership r esources viable by analyt

ical sel ection of new b oa rd members , by annual e valuat ion of c ur 

rent boar d members, and by reooval of ineffective boa r d member s . 

Thr ough an annual r eview of the bylaws, enforcer.ient of the by

laws , and annual evaluation of t he boa r d itself , the board mus t 

lceep its corporate body in a sta te of health and vitality . 

(Evaluations of the board a:1d boa r d 11-ember ar e dealt with i n 

Chapter VIII . ) 

Responsibility # 5 : To orovide and maint ain a s ound and suffic ient 

base from wh i ch to o perate 

The boar d must always b e cons c ious of it s r esponsibility 
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t o provide adequate income to satisfy the operating and capital 

needs of the agency. Of primary importance , t !'e boar d must be 

aware that funds and funding must be available to meet the l ong

range plans of the a gency . 

Res:}onsibili ty #6 : To require sufficient inf or ma tion upon which 

to ma~e good decisions 

Each member of the board must feel a personal res ponsibility 

to ask questions . Board members are assurr:ed to be ~rsons o f 

intell igence and good will who c an cease to be whatever they 

are- - l aborers , lawy ers , housewives --to div est themselves of 

emotional or material interests and co mmi t themselves to too 

enhancement of h uman s ervice through their agency . Coming from 

diverse bac kgr ounds of knowledge , experience , and financ i al s t atus 

- each brings different insights . The board cannot make go od de

cisions in a fog of co!lfusior,, doubt, or embarrassment . 

3esoonsibilitv ¥7 : To ensure the c orrec t legal status of the 

agency 

·Ne will deal with this sub ject in mor e detail short ly . 

Now , however, we want to c onsider the "gray areas" of 

r es nonsibility , not included in the above list, which can cause 

problems in oerfor manc e or conflict between board and staff . 

They a re : 

A. Ide~tifying the boa~d 1 s need for inforrration 

B . Supplying evidence for a nnua 1 appraisal of objectives 

C. Takin~ action to bring deficient perfor mance of either 
the b oard or the c:o up to standar d 
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D. Collecting dat a upon which t o make decisions r egar ding 
property, funds , or progr am 

E . Filing r eports reQuir ed b y 133 and tte Depar tment of 
Labor (Z3ISA) 

F . M.aintaini ng appropr iate r Pla tionshi ps and communica
tion with local, state , or national organizati ons 

Depending upon t he size of the or ganization , s ome of the 

above i t ems may be handled by the pr esident of the ooa r d and s ome 

by the .hief 2xecu tive :)f ficer; or the r esponsibility may be dis 

persed among specific boar d members or s pecific staff members . 

In some cases there might be a part nership a rranger.i ent between 

the pres id ent of tl:e board a nd t he chief exect.t i ve officer , or 

between t he boa rd and t he staf f , to s r-.are in the responsibil i ty . 

vVhatever t he dec is i on , there never thele s s must be an assignment . 

'Ne ·uill go ba c tc now to Resoonsibili ty #7 : To e:-isure t he 

c orrect le ~a l statu s of the age~cy 

The statute u nder which most charitable or ganizations are 

i ncor por ated by their state provides, in substance : "The affairs 

of the c or pora tion shall be managed by a board of one or more 

d ir ec tor s . " Some legislatures r e cently h a ve revised this language 

to read, "T:1e Board of Dir ectors shall S'J.oervise the management 

o f the affairs of the corpor ati on ." This change , alt r.ongh it 

appears t o be subs tanti ve , in all prohability will do lit t le t o 

shift the l ega l liability from the board members as traditionally 

def ined . It s ho1,.;_ld further be noted that cus t orr1:ri ly the c our ts 

have made l ittle d istj nc ti on between the lia bi l i ty of a boa r d 

member of a not - f or - µr ofit corpor atio~ a~d a pr ofit- making corpor

ation . 
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It is well established in t:ie law today that hoard members , 

u nder certain c:rcnms tances, can be held per sonally liable f or 

persona~ injuries arising out of activities of the agency . This 

kind of liability generally can be cov ered quite adequately by 

the liability insurance of the agency , extended to protect the 

acts of its directors and a gents . Ea•:ever , that is not what we 

are dealing wi tr he re . 

It is t he legal responsibility rela ting directly to the 

management of the agency (the cor porati on) t h at is o~ increasing 

c oncern to the b oard member . .Zssentiall y , there are two s peci 

fic l egal r e sponsibilities . Fir st , a member of a board of direc 

tor s is liable for willful or fraudul ent b r eac hes o f t r ust , or 

conflict of inte r est . This s imply mea~s that the board member 

9 mus t s erve with loyalty the interests of the a gency . In no way 

may a board member profit as an indiv i Jua 1 W:""ile he is acting 

in a positi on of trust as a membe r of the boa rd . Some exam ples 

of violation of good faith are selling pr opert~.; t o tr.e corpor a 

tio n at inflated orices ; concealing by sil ence o[ an interest 

adverse t Q that of t h e c orporation in dealing with the corpora

tion ; purchasing corporate assets a t U!'lconscionably low prices; 

and failing t o exert claims of the corporation against persons 

when t.r.ey a:-e legally due . 

Conflict of inte r es t generally is r e cognized in two situa

tions : (1) 1·1here the board □ember has a personal int:erest in 

t:ie transaction in whi ch he is dealing ·,vith the co:- por ation; and 

( 2 ) wher e t :1.e bo2rd member is a member of the beard of both 



corporations which a re engaged in a transaction between them

selves . 

Generally , the first situation r eceives a more searching 

scrutiny by the c ourts. Historically , the commo~ law standard 

fo r s u ch self- dealing was an absolute pro~ibition of the sa!Tle, 

and the transaction was held to be void by the c '1urts . It came 

to be recog.:iized, however, that the cor poration could be affect

ed adversely by not allowing it to be able to dea l with a boo rd 

member, and this ri gid r u le has been r elaxed . Now the board 

□ember is r eQUired to make a full discl~sure of his interest in 

the t r ansaction with the agency ( corporation) , and to obtain the 

consent of all interested parties . If ho doe s not make t~is 

ki~d of disclosure , the burden is on him to prove his good faith, 

honesty and fairness in the transaction . He should not partici

pate in the transaction either by being counted toward the quorum 

of the board or by v oting on any r:,atters pertaining to the t r ans

action . 

In the second instance, where the director is on boards 

which hav e oppos ing interests, t he same resolution as above gen

erally would per tain . Eowever , if the conflict is a co:1 tinuing 

;;ro blem, where his declaration oi' conflict would disqualify him 

from board deliberations a substantial amount of tbe tioe , then 

he should resi gn from either one or both of the conflicting boards . 

The second legal aspec t of boar d member liability is the 

requir ement ths.t memhers of t he board !!lust exercise ordinary and 

reasona ~le care in per f orming their duties . Restated , members 



of t he board a re 1~abl e for negligence, or fai l ure to exercis e 

prudent business j udgment . This standard is imposed by the 

c ommon law in mos t instances, but in an incr eas 1ng number of 

j urisdictions it is explic i t]y dee la red by statute . A ty pica l 

enact ffient is of t he New Jersey legislature : 

Soard members • .. shall discharge t heir duties in 
good f a ith and with that degr J? e of di ligence , car e 
and s k:ill which ordinarily prudent □en would ex
erc ise und er s imila r circu ms tances i n like posi
tions. ( Section 141\: 6 - 114) 
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Generall y , t!le board of d irectors may rely upon : (1) .finan

cia l statements cert i fied t o them by independent auditors as be

ing true and correct ; (2) re ports made to the corporation by its 

officers ; or (3) t he opinion of counsel for the cor poration , pro

viding t ~ey do so in good fai t h . 

" Laclc of due care" has been defined by the c ourts based up

on certain acts or failure to act . They ha ve held that boa r d 

members are liable in t.::iis instance when there is : 

1 . Repeated non- attendance at board meetings 

2 . Lack of care in t he a ppointment or r emoval of the 
Chief : xecut i ve Officer 

3 . Failura to examine the appr opriate r ecor d s of the 
co r pora tion 

4 . Failure to r equ i r e born ing of ap pro pr ia te employees 

With respect to " letter head " board members , the c ourts have 

stated in effe ct t ha t board members who explain their ne glect 

by say i n g , ''We did !lot do these t hings ; we know nothing of them ," 

are liable nevert~e less . This er.tirel y repudiates the notion 

that a board may l eave the e~tire affairs of the corporation to 

e certain members , and disavow any knowledge whe n disaster ensues . 
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Some states now have enacted statutes which attempt t o excuse 

the board member fr om his negligent acts. However, until the c ourts 

have interpreted these new laws the board member should t ake little 

comfort in their language . Many courts find it difficult in the se 

times t o excuse those in authority from their acts of negligence . In 

fact, the trend seems to be to the contrary . 

The documents in t his chapter are designed for the use of both 

board members and the chief executive of f ie er . Document #9 , "Legal 

Checklist for Board Members," is not definitive in terms of all of the 

legal responsibilitie s of the board, but serves to identify many areas 

which might otherwise be over looked . Docu:nent #10 , "What would you 

do if •• • ? " is a set of situations developed for the National Easter 

Seal Society for Crippled Children and Adults, and is used as an exer

cise for the board in consultation with counsel for the organization. 

Every indication is to the effect that in the future the law will 

exact a far higher standard of pe rformance by boa r d member s than they 

have ever had in the past . In these days of pr otection of the public 

and the c onsumer, one cannot but believe that the s t andards of board 

me:nber per formance will not only be raised t o a higher level but en

for ced more diligently . 

However, whethe r the standards reside in the law or in accepted 

practice , there are s ome which lie strictly within the consc ience . 

The reputation of an organization which merely keeps narrowly within 

the law will never be as es teemed as the one which manifestly con

siders ethical standards of equal importance with legal standards . 

The follmving chapter deals with the domain of conscience, ethical 

- standards . 
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LEGAL CHECKLIST FOll BOAHO NEt-IDE llS 

Have you familiarized yo1.u·scl_f with the Articles and Bylaws 
or regulations umler whlch your orga11ization is functioning? 

Is there any evidence of conf'lict of interest existing between 
the organization and a ny of l.ts board· mcmbc!'s 7 Do your Bylaws 
make provision !'or hamlling such a situation? 

nave you t·cported to the Internal Revenue Service that you are 
a public cllari ty, as opposed to a private foundation? (if · 
applicable ). 

Are all required rl:!p.-.rts being .filed properly and on time? 

Are you in all aspects current in complyin.!! with the Internal 
Revenue Code and any other governmental agencies which may 
be appropriate? 

If the organization is exp ending money .from a trust (or from 
a grant) are the terms of the agr eement lJeing met? 

Are all contractural arrangE!ments current between the organi
zation and 

purchasers of service (grants., contracts, services to 
individuals)? 

providers of' service ( l;;ra.nts, cont.ract.s, services to 
individua ls)? 

major suppliers? 

housekeeping se t·vl.ces ( snow removal, l aml scaping, janitor 
servic es , etc)? 

If the ot·ganization is cur1·ently leas ing pPoperty, have the 
options for renewal been checked? 

If' the organtzation owns property, a r e the taxes pa id or 
properly waived? 

Are board meetings held regularly and well attended? 

Is a current f'inanc ial s tatement available at all board meetings? 

(Fo1-- g overning l)oal'Cls only) Uoes the board review the Execu
tive Director'<:> J)C'rf'ormance annually? 

(For gov erning b oards only) dre the business expenses of the 
Executive Director re.viewed rc>.gular, y and is prudent juclgment 
being used rega1·uing such expe nsi:>s? 

over 



Is the organizat~on employing properly licensed staff if 

so required? 

Are you aware of the major provisions of the Employee's 
Retirement Income Security Act of 1974? 

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

Better Business Bureau's Standards £or Charitable Solici
tations? 

Are the organization ' s employees and volunteers who handle 

funds and property adequately bonded? 

Do you have adequate insurance protecting the organization's 
property? 

vehicles? 

employees? 

service volunteers? 

board members? · 

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

fully informed of your responsibilities as a board member? 

Dorothy Balfanz-Teas 
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LEGAL RESPONSIBILITY SITUATIONS 

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

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

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

4 ~hat would you do if a Socie~y has unreasonably high admini strative and 
fund rai sing expenses, as compared to program expenditures, for several 
consecutive years? 

5. What woul d you do if a Boara member who sold wheelchairs offered to be 
the Society's provider of wheelchairs for its equi pment l oan program? 

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

7. What would you do if, pursuant to the terms of a trust agreement , Easter 
Seals was required to expena annually a specifi c sum of money for the 
purchase of orthopedi c appliances and did not do so, although a need for 
such appliances existed? 

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

9. Wha~ would you do if a c1 iert was injured due to a mal function or breakdown 
of a device (e.g.» wheelchair) orovided through the Society's loan closet? 

10. What \·1ould you do if a fonner employee sues a Society having been fired for 
refusing an assignment given by the ~xecutive Director after receiving 
successive good job performance ratings? 

11 . What would you do if the lo~al rewspaper disclosed that one of your service 
vol~nteers is driv1ng the school bus regularly without holding a Class B license? 

12. What would you do if i t was brought to the Board ' s attention that a cli ent 
had fallen from an Easter Seal van lift while being assisted by a service volunteer? 

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

(OVER) 



LEGAL RESPONSIBILfTY SITUATIONS, Cont'd. 

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

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

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

17 . What would you do if a Board meeting were cal led and no current 
financial statement was available? 

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

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



CHAPTER IV 

THZ BOARD ' S ETHICAL RESPONSIBILITIES 

wue live ,'' said Lord .Moult on , 1\mder the dis
cipline of three d omains : one , the posit ive law 
\'lhich prescribes rules of c onduct and exacts penal
ties for disobed i ence ; two , the r ealm of free 
choice which is c overed by no statutes; and three, 
that doma in in which neither positive l aw nor free 
choice pr evails . I n t his sphere t he individual 
imposes obligations upon himself . In this r ealm 
t ~e individual is not wholly fre e , since he has 
accepted a res ponsibility . Although he mows that 
no l aw and no individual may compel him to fulfill 
this commitment , he also knows tia t he cannot di s 
obey without betr aying himself ." 

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

not - for - pr ofit organization moves into a per iod of assessment , 

not only by t hose who are involved within the sector but by 

those who view i t f r om without . The sometimes wrenching conse 

quences of consumer repr esentation and consumer advocacy, the 

h eady exper ience of a pipeline of gover nment f unds , and the clash

ing of new attitudes , values and philosophies has engendered in

creasing uneasiness about the eth ical status quo in the volun-

tary not- for- pr ofit organization. 

The new requirements of accounting and auditing , and the man

dated IRS forms f or t ax- exempt enterpr ises , provid e indisputable 

evidence for the questions of " Hovi we L l did ·we s pend our money?," 

or ''What are our pr ogram priorities? , " but there are no such easy 

mechanics for ''Row ethical are we? 11 As a consequence , out of the 
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Stressful Sixt.ies has eme r ged a new organizati onal mor ali ty , what 
2 

Max Lerner calls the "Age of Virtue . " 

Ethical concerns of or ganizations a ~e no t a r ecent manifes 

tation . The r oots go bac~ t o t he Ten Com~andments of the ~ebr a ic 

culture ; t o the Beatitudes of Chris tianity ; to penance in the 

~,~idd l e Ages ; t o individua l f r eedom in Lhe Ref ormati on ; to the am

bition of the Industrial Revolution ; and t o the scientific appr oach 

based on law .3 

~,~iller says t hese "different str ands of e thica l tradition 

have been woven together . Thes e sets of mor al attitudes are contr a 

dictory enougr. to be c ompetitive--both in their instltutl~nal f or ms 

a:id in t he ir per sonal aspects .,/+ 

In their institu t ional f orms et~ic a l traditions are f ound 

in the ac t of i ncor por at ing . nistori cally the ar ticles of incor 

por ation wer e gr anted t o pr omo t e some s ocially desirable cause . 

Goodman s ays , 11 
•• • incor por ation which has become a r ight started 

ou t a s a privil ege (underline rnine) • • • every corporation is still 

j ndebt.ed t o society f or the f avors of limited l i ability and pe r 

petua l succession which give it i.11:nor ta 1 l.i:f e . " 5 

One of t he privileges pr evailed in the doctrine of charitable 

i mrmni ty which was based on the mor a l pur poses of the or ganiza

tion implicit, as prev iously sta t ed , in the articles of incor por

ation . Lo·uever , the doctr ine of charitable immunity has not 

applied for at least forty year s in ma~y s ta te s . Consequently , 

the mor al pur~ose of the voluntar y , not - fo r - pr ofit c or poration 

is no l 0nger a defense from public judgment of its ethics . 
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~very not- f or- profit agency or organization which has ever 

tinkered with concealing a budget surpl us , or inflating a case 

load , or hidin g misce llaneous expenses, or doctoring fund - r aising 

c osts has unethically abused its cor por ate pr ivile ges . In terms 

of its s ocial v alue, any or ganization which has out l ived its 

charte red pur pose , but parasitically cont inues to live on the 

contributed dolla r , has prostituted the public weal. Lippitt 

states the problem as " tension between organizational self- interest 
6 

and s ocial obligation . " 

Recent headli nes such as " Lung Ass oc ia t i on on Proba tion , 117 

"Fund-Raisers for :Slind not Approved, 118 11 ?ublic Broadcasting 

Admits ·11rongs to Legislative Pr obe , 119 and ''Study Finds Ethical 
10 

Conflict , " indicate that public interest is a r oused concer ning 

- at least some organizations ' s ocial obl i gations . 

These and similar headlines may have prompted s ome of the 
11 

res pons es t o a survey conduc ted by Br enner and 1'.olander . Of 

1 , 227 harvard Business Review readers , 73 percent f e lt t hat 

ethical sta nda r ds in busines s we r e either low er or about the s ame 

as they were fifteen years ago . (','/e do not know how many of the 

res pondent s per ceived the not - for - profit or ganization as a busi

ness . ) The study also revealed tha t hon e sty in commun ication , 

e specially mani pu la. tion of nuc,bers, was a par ticula r ly acute 

problem . Pr oviding ac cura te jnrormation to clients , in advertis 

i ng , ana to government agencies is a ma j or ethical concern , accord 

ing to the s urvey . Interestingly enough , the 23 per cent minority 

who f elt ethical s t andar ds were h igher cited "better media coverage , 
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increased public concern, a better informed public , and govern

ment legislation .
11 12 

These influences , however , do not r eflec t any strengthen-

ing of the moral fiber, but r athe r a reaction to outside moni

toring. ~hether monitoring will improve the internal sense of 

ethics over a long period of time is doubtful . It most likely 

leads to ca sting into c oncrete th~ notion that the best ethic is 

that wh i c h says, ''Don't go beyond the point at which you will 

get caught. 11 

One of t he monitor ing devices of the "age of virtue" is 

whistleblowing , an identification given to those who feel some 

indignation with the ethical environment . Tbe word fights for 

its own justification against the hmerican etbic of not squeal-

- ing; and indeed the whistl e blower s have felt t he weight of dis 

approval through r eprisals . 

Senator Patrick Leahy (D . Vt . ) headed a seven month study 

of federal employees who, pr ompted by fear of r eprisals , obser ve 

a code of silence in re porting waste and wrongdoing . Released 

i!'l 1977, t he re port i s titled The Whistle blowers . Supe rvisors 

and fello~ workers were interviened , and harrassQent and reprisals 

were found to be commonplace . Alt .hough the stor ies of about 

25 percent of those v,.rr.o had experiencen r 0prisals did not hold 

up , ther~ nevertheless was no protection for those w~ose stories 

did . 13 Nader, himself the editor of a book called 'Hbistle 3lowinv,. 

suggests that l e gislatures "should grant the power t o penalize a 

vindictive employer and to or der compensation for the employee 
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who has been fired because 14 
of whistle blowing . " 

It appears therefor e that without a cod e of ethic s , includ

ing enforce□ent and pr otection pr ocedur es, mor ally muddling 

thr ough may have become a standard operating procedure . 

For tunately , there are s ome clues scattered throughout the 

literature which pr ovide a n aler t to gener ally unacceptabl e 

ethical pr actices . ~ader, Cunni nggi m, Andrews , Taylor and Katz , 

arr.ong others , each in his own way i dentifies t hose areas of 

etbi cal wea 'cness which organizations , sometimes ur1wittingly , allow 

t o s l ip into their ~r ocedur es . Innocuous on the surface, they 

ultimately tend t o er ode tte conscience of the or ganization . 

Synt.r.es ized, we call them the "Ten Alerts . 11 

1 . (a) Involvement in coCl1!1ercial enterprises unr elated to 

- the not - for - profit status 

2 . 

3 . 

4 . 

5. 

(b) cinancial t r ansactions unr elated to not- for - profit 

functio~s ; i . e . , borrowing to acquir e productive 

assets ; making loans for private advantage ; and 

15 active t r ading of securities or speculati ve pr actices 

Extr avagant f und - r aisin g costs 

Di splacenent of program goals by fund -raising goals 

Delay in transferr ing funds t o the a vowed charity or 

b f
. . 16 

ene Jc1ary 

Lack of volunteers outside o f boa r d member volunteer s 

6 . (a) 

(b) 

. 17 
No explicit qualif icat ions for board membership 

Over representation on t he boar d of a particular 

s ocial vievJpoint : docto rs , lawyers, business execu 
l8 

tives , labor leader s 
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(c) Lack of geogra phic , client , or c ons tituent represe n 

tation 

(d) 

(e) 

7. 

8. 

b d 
. 19 

No limit on tenure for oar memoers 

Payment of a fee to board me□bers20 

Poor administr ative pr ocedures 

Organization ' s s ervice 

better e l s ewher e 

duplicated or b eing done 

9 . Lack of coor dination , cooperation , and c onsultation 

v;i th tangential agencies and planning bod ies 

10 . The a ss um ption of v i rtue
21 

If moni tor s , whi s tleb lowing , and al erts do not pr evail, who 

is r espo~sible for tbe moral and ethical c nnduct o f an organiza 

tion? 

The Harvard r3usiness 3eview survey , mentioned ear lier i n 

this chapter , also elicited f r om the r e s pondents that they looked 

to their supe r iors ( their bo s ses in tr: e r.iana ge□en t hier archy) for 

ethical guidance . . I f, a s we beli eve , t he gove r nance of an organi

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

also bel ieve , it is the s uper io r s who provide moral guid ance, the n 

t her e is no question but that i t is the boar d of d irectors who 

must carr y t he r espons ibility . Zven as the governing boar d 

sets policy for the gover nance of t he organization , so , t oo , it 

s hou ld s e t an e ttic a l t one . The f or ce of exampl e is po-:1er squar ed 

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

Not only doe s the gover ning boa rd appear at the t op of the 

t able of or ga::.i zati on , the person it hires , the chief e xecutive 
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other qualifications , the CEO is also selected on the basis of 
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11 personal qualities , 11 22ae1ong which is integr ity. (Drue ker calls 

this an essential management virtue . )23 The attitudes and 

philosophies of these s~pe riors even tually are reflected in all 

of the lesser echelons . 

That the integrity of an organization rests in the hands of 

the board a~d the CEO is not a matter of c on jecture . The courts 

now u phold the view . Professor S . Prakash Sethi of the Center 

for Research in Busine ss and Social Policy at the Universjty of 

Texas says , "Incr easingly , the courts, Congress and the r egula

tory agencies are placing the blar.ie f or corporate law- br eaking 

on tte top boss , holding him per s onally resnonsible and even jail

ing ~im . •• Criminal liabil ity results from the defendant ' s r espon

sible position in the corporation . 11 24 Citing a number of cases 

which found the "res ponsible " officer s guilty , Sethi says that 

"sentencing guidelines from the Depar tment of Justice recommend 

that the severity of the punishment ris e with the defendant ' s 

relative position i n the managenent hierarchy . 11 25 

Attrition of Qora l and ethical val ues in an organization 

may be the consequence of a number of f actors . But u l ti~ately 

these factors boil down to two : (1) a poor selection process 

for board members, resulting in poorly qualified ar.d uninfor med 

board members; and ( 2 ) the v;orshi p of the idol of unanirni ty ar!d 

consensus . 

The quality of board members in the pr ofit- making sector, 
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a s mention ed i n the chapter o n selection of boa r d member s , has 

been u nder consider ation by the Federal Tr ade Comoission a nd 

the Securities Exchange Commis s ion . ::0.:1 the not - for - pr ofi t 

organizat ions will be affected by this inqi;iry is as yet un

known ; but whether such a thr eat is implicit or ex plicit should 

not concern any o rganization which is fulfilling it s le gal and 

e t hical r e sponsibi lities . 

A. board member who is qualified in other r es pee t s should 

als o be conscious of the board's res ponsibility to be account 

able t o its constituents . Re should also be v i gilant of its 

e thical res ;~onsibi lit i es as reflected i n his pe rsonal c ommit

ment to t he ideals of the organizat i on . 

Among the ethical ideals are t ·.vo which have been more or 

9 less r ec ently r ecognized in other count r ies . The first wa s 

pr esented by Ceor ge Goyder, a Britis:i business man , w:10 wrote 
26 

a book in 1951 titl ed , The Future of Private Enterpri se, i n 

which he theori zed that the p r ofit - maki ng organization had an 

obligat i on not just to its shareholders but t o the wor ker s 
27 

of the c ompany and to the consumers of the c ompany ' s pr oducts . 

In t he same year , the second i deal came f r om ~estern Germany . 

Hi tbestiri'T.ungsr ec bt ( c odet er rnina ti on) became a federal law pr o

viding for l abor repre sentatives to sit on the boar ds of direc -
28 

tors . 

AdaptinF, r,oyd e r ' s sug~ested constiluents t o the no~ - for

profit ' s donors , worker s, and clients and fusing them with 

'.'✓ es t G-e_rmany ' s codetermination , we emerge with the repr esenta

t ive boar d . Add anoth e r adaption: Bear d sley 3u~l ' s pr oposal 
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that specific dj rectors b e assi~ned t o a ct in t~e s pecial inter

e st of either the customers, t he vendor s , or the employe es . 

He says , 

Although he owes hi s nomination to his fellow 
directors , aJd his e l ection t o the stockholders, 
never the less he has accepted a t rustees hip- - a 
trustees hip which has been created voluntar ily 
by t h ose choos ing him so t o a ct as t r us tee . 
Now as he sits on t he boar d , the interests /of 
his designee/ are his s i ngle i nter es t . It i s 
his duty tu know wba t th e se i !'lter es ts are and 
to see t o it that they are consid~r ed when mat ters 
affec ting them ar e decided ~pon . ~ 

In the not- for - profit organizrttion , the ombud sman trustees , 

r epr esenting t he donor, the employees , and the c l ient, v10uld not 

onl y 6 ive depth t o the r ole o f the trustee but would also pr o

vide assurance there would b e an ethics overseer f or tre i n 

t erests of these important constituents . 

I f one a s ks how the ov er - ar ch ing public int e r est bey ond 

any s ingle g"oup (donors , workers , c l ients) will be rea l i zed , 

the answe r is it is done th r ough the total b card . ~.'ios t state 

statute s pr ovide in t he e nabling laws that "The affair s of 

t he c or poration shall be under t he s u pervision of a board of 
30 a irec t ors." In this r espect, no distincti on is mad e bet·:,een 

the not-for - prof it organizat ion and tbe pr ofit- making or ganiza

tion . ~nd , to r e iterate our earlier point , the articl es of 

incor poration are granted t o promote so □e socially desirable 

cause or t o pr o·~ote the public weal. 'l' h~ public inter es t can

not be del egated to an in1ividual . I t i s a collective r esponsi

bility of t he boa r d as l ong a s t he organization exists . 
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Re~ar dless of the board' s level of s ophistica tion as to 

its role and char a c ter, it mu~t mani fest the courage of con

science . As an unknown quantity, c onscience has the ability t o 

stand a l one , or to turn the ti de of t hinking , or t o fo rce re

consideration. All of which health ily t hr eat eri the second 

factor, t he wor ship of the idol of unanimity and consens us . 

That gr oup ·,;hich pri des itself on its ability to settle 

issues and make tough decisions by consensus, should pro~e 

not only the ethics of a closed mind to "differen t 11 informa

tio:i, but also the ethics of s upercilious behavior in what 

sh ould be decis i on - making by democra tic process. Pr acticed 

generally in the board, or the "inner circle," of or ganiz(.i tions , 

consensus as a decision- making device is not only danger ously 

- p01.verful but powerfully danger ous. Overriding the conscience 

and be t ter judgment of even the str onges t pe r sons , it leaves 

no r oom for na y - s aying . I ndivid ua lly , consensus is demoral 

izing , creating what Nader calls "obedient cogs and moral 

neuters."31 

Behavioral s c l entists, especially Kurt Lewin , have s bown 

that strong pressures are brought t o hear upon the dissident 

member of a cohesive group . 32 A board which uses consensus , 

or c oncurrence- seeking , as a means of sett ling issues may let 

the techni que override the issue . The technique bec ome s a 

norm and t he gr oup must demonstrate its loyalty to that norm 

regard less of the consequences which m3y disturb the c onscience 

of even one member . Conscience- stricken persons □ay not want 
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t o dis t urb t he amiable 11 we - feelings ,'1 and t hus remain silently 

dis t urbed . 

The suppression of misgivings and important d oubts creates 

its o·::n false moralit y . Ke:ming e r labels th is , 11s in as 

c ollective irres pons i b ili ty . 111 33 He says , "If a gr oup of 

peopl e c an be made to share the r esponsibility f or what would 

be a sin if a.'1 i !ldividual d id it , the load of guilt rapidly 

lifts from the shou l d e rs of all co nc e r ned . Others may a c cuse , 

but the guilt shared by the many evaporates for the individua1. 1134 

Janis c autions again st 11 gr oupthink . 1135 It encour ages , h e 

says, "mutual effort among the gr oup me□bers to mai!1tain self

estee~ and emotional equanimity by providing social s ~p~ort to 

each o ther, especially at times when they share r espo~sibility 

9 fo r mai{ing vital decisions . 1136 The s y-iptoms of 11 groupthink11 

are : illusion of i nvulner abi lity, r ational izing , fal se □orality , 

stereotyped vie'lls, pr e ssure on doubters, self- censorship or 

silenc e , and una nimity . Under such negative f o rces , t ;1a t 

collective c onscience which even weakly may e xist struggles to 

survive . 

The e_ffects of 11 gr oupt r.ir.k" decision- making , Janis says , 

are ( 1) di s cussion is l imited to a f ew alt e r na ti ve courses of 

action r ather than to all a l ternatives ; ( 2 ) no r eexamination of 

t~e course of action initial1y prefer ~ed by the majority; (3) 

little or no discuss i on of r ejected alternatives ; (4) lac k of 

consu l ta tion wit h ex pe rts, sometime s within the s ame or ganiza

tion; (5 ) i gnor in g f acts and o pinions which do not support 
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preferred policy ; a nd (6) n o contingency plans t o cope with fo r e 

seeable setbacks that c ould endanger the overall sucess of their 

c hosen c ourse . 37 

11Gr oupthink " or "c ollec ti ve irres pons i bi li ty" may r elieve 

the col l ective cons cience, but it leaves the organizat i on without 

a s oul . Menninger says , 

The cor poration never suffers fro m a sense of 
guilt . It can kill and it c a n be killed ; it 
can do evil and it can do go~; it can b e sic k 
and it can d ie . But on the other hand, it has 
no pity and , no matter what suffering or dam
age it cau s e s, it suffers no r emor se . 38 

Conc l usion 

Dr awing f r oi!l t he preceding reflec t i ons and liter ature r eview , 

a basic outline of ethical res ponsibilities f o llows : 39 

l . Ethical r elati ons with clients : The organization has a 

r espo~s ibiljty to pr ovi de what is advertised , promised, 

or stated a s a goal for fund -raising . 

2 . .Sthi cal relations with eGiployees : The organization has a 

r e s ponsibi l ity t o provide a fair wage , proper wor king con

ditions, opportunity for pr omotion , appr opriate fringe bene

fits, equal employment opportunity , and good pe rsonal re

lations . 

3 . Ethical r elations wit h policy makers , donors , or volun

teers : Th 9 or ga nization h a s a responsibility to those who 

have invested capital , t rust , or ene rgy into the life of 

the organi zation . The r esponsibility t o infor m, consult, 

r eward , a nd be influenced by these pe r s ons is a n ethical 
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c onsid erat ion . 

4 . Et h ical relations with similar organizations : The 

o r ganization has a res ponsibility to coordinate , cooper ate , 

and consult with similar or ganizat. i ons t o avoid wasteful 

duplicat ion of ser vices, and human and rra teria l r esourc es ; 

and jointly to c ontribute to enh~ncing their ffiutual goa ls . 

5 . :S thical r elations wi th the community : The organizat ion 

has a respo~sibilit y t o the colilf"unity to be accountable for 

those r esources , human an1 material , which have come from 

t he c omr:mni ty a nd which have ad vanced the goals of the 

or ga:-iiza t i on . 

But a code of ethics is worthless unless t here is a clear

cut way to imp lement it and to enforce it . Lip service t o a 

- code is its elf unethical . If an "ethical or g:1 'li za tion'' i s 

one of tr.e princ iples of the organization , the princi ples can 

b e augmented through a s eries of s t eps :
40 

1 . The board , a~d any others r es ponsible fo r ov erall 

policy , will list the guiding pr incipl es of tri_e or gani

zation . For instance, a guiding principl e could be that 

no service , progr am or act ivi ty will be environmentally 

q_uestiona ble . 

2 . Goals and management ob j e ctives \•1j 11 be se t f o r all 

components of the o r gani zation . These goals will b e 

stated within the terns of the guiding ;,r inciple s of the 

or ganization . 

.3 . lts part of leader ship development , all board a:id/or 
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staff t ra i ning programs will include c oncepts of t he s tated c ode 

of ethics . 

4. As ethical problems occur , t hey will be reported and evaluated 

and become part of the board and/or staff l eadership development 

effort . 

5. Feedbac k mechanisms will be available to clients, employees , 

donors , other orga~izations, and the community to discuss ethic

al problems . Feedback mechanisms could be occasiona l open board 

meeti!lgs, open house days , aud its of the "Ten Alerts," or commun

ity forums with panels f r om simil ar or ganizations. 

6 . :2:ach cnmponent of the organizati on will have a c ode of ethics 

which will be enforced by the peers within that component . Manage 

ment will not be expected to assume the enforcement , but will re

tain the pr er ogative , and will be r esponsible for its own peer 

group . 

Aside f r om tests and codes and conveyances toward an ethical am

bience, the ultimate measure is that it transcends moralism , pi e tism 

or legalism. It i s more t han t r usteeship and stewardship ; more than 

policy ; and more than goals . A. A. Berle, Jr. sums i t up best : 

Deep in human consciousness is embedded the assumption 
that somewhere , somehow, there is a higher law which im
poses itself on princes and powers and i ns ti tut ions i n 
this terrestrial earth. Keepers of the tradition of this 
higher law ••• are regularly lis t ened t o with respect . The y 
have power, though it is not the power e ither of purse or 
sword . 4 1 

External manifestations of the power of c onscience are derived 

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

explores this responsibility. 



CHAPTZR V 

Tl'E ACCO(KTABILITY OF TE:: BOAaD 

"Accountability" is an old word , newly dusted off in board jar 

gon . Jli~ost of the literature on boards published before the las t 

1960 1 s avoids a definition , or tjes it into public relations . Con

fused with "res ponsibility ," accountability has been allowed t o stand 

fo r some r ather vague procedure, perhaps issuing an annual re oort , 

which a ssures the public that the organ ization is behaving properly . 

Some a~thors asc r ibe bookkeeping , baLki~g , bonding , and audits to 

a ccountability and let it go at that . We believe , however, that an 

organization must be accountable in f our distinct areas : fiscal, 

program, buman resources, and the future . In Chapter III , under a 

section on accountability , we have outlined ten specific points in 

these four areas . 

Bef ore the new "age of accountability, 11 organizations luxuriat

ed in ra tionalizations as a for m of ace ountabil i ty. They wer e pov,er

ful in ho□ogeneous enclaves a nd immune from questi ons or protests . 

Now the new c oncer n grows out o.f an av1areness that the voluntary sec

tor is not exeMpt from slips hod practices and must atone or justify. 

Concerned about financial practices , the public is asking how 

much of the contri buted dollar is s pent on pr ogr an versus adminis tra

tive costs ; ho·u muc h tax money is lost through property tax exemp

tions; and ho11 ex ce nsi ve is duplication of services. 

Accor ding t o Alexander Grant & Company , Certified Public 

Accountants in Cbicago , many poter-tial co~tributors are requesting 
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t o see IRS .?or m 990 which t ax - exempt gr oups file with the fed 

e r a l governnent . Available to t he public under the Fr eedom of 

I nfor mation Act, the f or m shows "na□es , addresses and compensa

tion of an organization ' s t r ustees , officers , and directors; 

d etails of f inancial transactions bet·,,1een the group and a trus 

tee of a~ organization that he is affiliated witr:; and the organ

ization ' s r evenues , expenses , and disburse~ents, and its assets 

and liabil i ties . 111 

At the same t ime there is a:i expr essed disquietu:l.e about 

how well the s e r vice i s r eachi ng the target population ; how 

well the service actt:.a l ly cieets the neer1s of the client ; and how 

t!ie quality of ser vice match e s accepted and ex~ c ted s tandards . 

These anxieties have been amplified thr ough client/ c om.11uni ty 

repr esentati on o n boar ds , s upport fo r causes rather than o r gani

zations , and collaboration and c oor dination among organizations , 

a l l of wh i c h have created more opportunities for eX i)Osure . 

Clients , volunteers, s uppor tive c i vic and philanthr opic groups, 

and funding bod ies for m a c o~stituency whic h deserves an oppor 

t unity t o a s sess and r esoond to someth ing □ore tban a glossy 

annual r ep ort . 

But ·.-1ba t is "acc ount a bility" '? AC1itai 3;tzioni says , 

" . . . Advocates of accountability orten use t he tera bu t fail to 

outline specific practical applications . . • 11 2 F.ow does one an

swe r the board member's question , "'.'/hat soecifically rr.ust the 

board do to be a ccountable?" 



Tvto separate appr oac hes are develnping t o-.·1ard specific 

working deflnitions of accounlability . 
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The fir st comes fro□ busi ness administra ti on . As express

ed by the Child ·.'/elf are Leag1Ae of America , I nc . , it i s a "force 

that encourages planning, controlled management of resources , 

d ir ec ion toward goal a chievement, establishment of effective 

c ommunications syst ems , and eval uation procedures . 113 Some may 

argue that the d onated dollar should not be spent on such 

sophistica ted neasures and that to indul~e i n the:r: would escalate 

administrative costs . On the other hand , it is qui t e likely 

that the lack of s uc h manage ~ent principles has been the cause 

of public questioning . 

Comparability as a weasure of accountabi lity is key t o 

the 1,.nerican Institute of Certified Fublic l1.ccountants audit 
4 

guides and standards of rer-orting . f:i.·;,:are that t ~1e c ont r ibutor 

wants assurance that the state:1ent he reads of his organization 

c an be compared , under the same criteria , with a si□ilar organi

za tio!1 , the AICPA has set g1:id eline s which have been accepted 

by the □ajority of t ~e health and welfare orga~izations . C o□-

!i1enced in 1964 , a r d L~pdated in 1974, these standar d s give a 

n e-:, meaning t o 11accountability 11 on t t.e f i nancial side . 

The self- aud it, an appraisal of the organization in all its 

aspects , may also be a demonstrated f or m of acco1;.ntability . 

Taken f r om industry , it may occur ai~ually , but more likely once 

every thr ee to five years . These are t~e questions or a self

audit : 
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The present status of t~e organization? 

1 . 'r/bat are r ecen t t r ends and pr ospects? 

2 . ~'✓hat is the outlook: for O UJ'.' product (sarvice)? 

3 . Where is the target ;,opu l ation? 

4 . ·.vhat tec~nical develo p:nen ts are affecti ng us? 

5. ·.vhat political or s ocial factors rnay c..ffect us? 

The position of t he organiz ation in its arena of ser vice 

1 . Has the or ganization mai~tained its position? 

2 . Has i t expanded its influence and service area? 

3 . Has "compet i tion" r educed its oosit ion? :s it duplicating? 

4 . ·:/hat is the "c ompetitive" outlook? 

The Position of t~e orgnnization in the f~ture 

1 . Are basic pol icies and objectives sufficient f or the next 

five or ten years? 

2 . Are there a ny devia tions needed i n objectives , policies , 

pr ocedures , pr ogr aras , faci li ties, fi na!"!cial ~osi tion , 

personnel , and management? 

3 . 'i/ha t r evisions should be ma de i n ma j or and minor p l a.11s? 



The sec ')!'ld approach to accountability, and the one rP.ost 

diffi cult to define , c omes fr om the s ocial scie~tists . It is 

two- fold . 

T!-:e first is "human r e source accounting, " a theory of 
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,, 
Rensis Liker t ' s .

0 
Reporting on this theory , Koontz and O' Donnell 

say that when managers are as ked to estimate how much it would 

cos t to re place the human organization, they "c ome up with 

very high estimates , exceeding t~ree times annual payroll . • • 

Yet , in c o:nmonly accepted accounti ng, the value of tl::is asset 
7 

is not s hown in balance sheets • . . 11 

Obviously not gener ally practiced in either the profit

making or not - f or - profit s ector s , it seems reasonable that 

the latter , usually o ; e r ating in the arena of human s ervices , 

- would find practical satisfaction in the adoption of human 

r esource accounting . 

Koontz and O' Donnell say f urthe r : 

To cover the entire spectrum of human res ources , 
the or iginators of this kind of account ing would 
have it include not only the asset r epr esented 
by people within the enterprise , but also values 
r epresented by client* good will . They point out 
two deficiences of ordinar y acc ounting . 'Nhen an 
enter prise is investing in human capabilities a:id 
values, c onvent ional accounting practice involves 
writing off these costs through operating e~pens 
es , thus •.• balance sheets are unders tated . 

Davis explains i t thus : 

Through deter mining investw.ent and utilization of 
that investment , a r oug~ Qeasu:re of r eturn on 

* The •:: or d "client" has b een s"L.bstituted for "customer . " 



investment may be established •. ...... . . .. . . .. . 
This system accoun ts not for the worth of the 
i ndividual but f or how muc~ the firm has invest
ed in his employment and development . This is a 
genuine employer cos t ·Nhich shm .... ld pr ovi de a regu 
lar return on i nvestment a nd v1h::..ch, for hi.:man 
reasons, should not be wasted through underemploy 
ment . This invest ment figure is then used t o c om
pute r eturn on assets , Tetur n on inves tment in 9 human resour ces , and simil2. r accounting values . 
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If a dollar value is placec on the investment made in 

"recruiting , transfer , traini ng , and c l ient* good wil l ... 

offset by r ed~cti ons through obsol escence , ~etir e~ent , trans-
10 

fers , separati ons , a nd loss of c lient* (;ood ·:1:i.ll, 11 the 

assessment ·.vi ll r e veal h oi.v well the h1,;.ma~ resources have been 

utili zed . The inves tment and its utilization establish a 

rough measur e of the retur n on the invest~ent . 

?or example , assu~e that t he f und - ra i si ng division of an 

or ganization ~as too many people f o r the job requi red and many 

of them are ·::or king belovr their skill l evel . Human resource 

acco..,,;.nting will b r ing t h is matter t o l ibbt as a mi sappr opria

tion of r esources because the extra invest~e~t i n tr.e□ would be 

c ons i dered in c omputing r eturn on investment . 

In another example of misa ppropriated human r esources , 

one may consider the volunteer . T!:.e good v;ill , willingness , 

and adaptability of the volunteer arc f r eque:itly offset by 

poor planning , poor train~g , lack of integr ation , ~~d illogi

cal use of s ki lls and t a lents . I n other wor ds , the re is ve ry 

little investment made . Ho·:reve r , t he v olunteer is not 11 f r ee . 11 

"" The word ''c lient'' has been substi tuted f or "customer . " 
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Even a t the nost minimum , unsophisticated level of v ol unteer 

utilization, t c.e or ganization has a~ investment in staff 

time for ex plana tions , instructi ons, and superv~sion . Per

quisites, such as meals or car:ar 0
, may also be added to the 

ex pense . In more highly devel o~d pr ogr ares , there is a dir ec

tor of volunteers , office and l ocker spac e , and unifor ms . 

These inves tment s in t he volunteer, offset by the val~e of 

tbe v olunteer's service and the v olunteer's good will, reveal 

t::ie economic wort:i o.f t h is parti c ul a r human resource . If 

the volunteer is wor king be l ow potential, f o r •:,ha tever reasons , 

the accounting system will show t he worth t o be devalued . 

Eecause many board members of not- for - pr ofit o r ganizations 

understand data whict is stated in fisca l ter:ns , human resource 

accounting may be more mean i ng f ~ l t o tr2m than info r mation 

wh icb. is s o oft en stated in less s pecific staffing pattern 

terms . 

The literature indicates t here is s ome interest in human 

resources accounting . However, either it is too rad i cal a 

departure from tradition,or there is i nsufficient e vidence 

t o demonstrate its practicality for it t o have become 

generally acceptable . However , one · profi t-making enter pris~ 

has been using this for m of accounting since 1968 . A copy of 

its balance sheet is shown on the fo llowing page : 
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" THE TOTAL CONCEPT"-R. G. BARRY CORPORATION AND SUBSIDIARIES PRO-FORMA 
(FI NA NCIAL AND HUMAN RESOURCE ACCOUNTING) 

As:,cts 
Total cur rent assets 
Nl.!1 property plant anu equ,pmenl 
Excess of purchase price o l subs1d1a11es over n!.'I assets 

.icquIred 
Net investments in human resources 
Olher asse1s 

L1ab1l1t1es and stockholders· equity 
Tol :1I current l1abil1I1~ 
Long- term d ebt excluding current instal lments 
D,•Jc11..:d compensa11on 
Dele11ed federal income taxes as a resuli o l appropriation 
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Stockholders eciu, ty 
Cap ,la l slock 
Add1t1om1I capilal 11, cxcf'SS o f par value 
Re1ained earnings . 

F111:mc,t11 
Apprapnat1on tor numan resources 

Tuwl SI0Cl-.huldu,~· equity 

'>l1Ht•11w11I n J lw t im1• 

Ne! sales 
Cost o f sales 

Gross proht 
Selling. general and adm1nrslrat ive expenses 

Operating Im;omc 
Other dcduc 11ons , net 

Income br lo re fcd l!nl 11,corne t:1xcs 
Human resou rce expenses appl icable 10 tu111rc oernlcts 
AdJUSted Income belo rf' ltilleral income taxeS 
Federal income raxes 
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$ 10,003.620 

t.770.717 
1. 188,70-1 

106.783 
S 13.069,8'.3? 

S ~.7 15.708 
1 935.500 

G2.380 

879,116 
1 736,253 

2 740.875 

5.J56 2A4 
S13.0fl9.832 

1 /Jfill 

/· t11111wiul 

I JJI"' 

$25.3 10 588 
16 275.876 
9.034.712 
6 737.31 3 
.>.Wi,399 

953 177 
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1 3,14,222 

64,1.000 
s 700.222 
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l!I- 12. ,,, fl· .w (/11/\•. 1'170 ). 



Finally, as a for m of partic i pati ve de~ocracy , ac count 

ability is visibl e in the clien t /communi ty r epr esentative on 

81 

t he boar d . Born out of the aggr essive de::ands of the Sixt ies, 

the presence of the '' outsider" on the board v.•as the f irst brea'.<

through to the new accountability . Althougb t he entr y was a 

form of token parti cipati on , i t never theless allowed access to 

a higher level of participati on f or policy ma king (as ranked by 

Sher ry A.rns t e in) . Neil Gibert says tha t when t he rec ipients of 

s ervice see people like t hemselve s in "positions that influence 

ser vi ce deliver v decis i ons, they are guaranteed access and 

accountability. 11 ll 

Still within the concep ts of par ticipation, the "sys tem" 

of accountability has been br oken down i nto three components 
12 

by Ritchie Lowry. These components are: 

Responsiveness : Occurs between l eaders and constituents* 

when political charu:els and avenues are available through which 

each can make t heir basic needs and desires kno;·;n to t r..e other . 

Accessibility : Present when these channels pr ovide a 

meaningful , permanent , and more - or - less face - to- face context 

for t he r elat ionship. 

Availability : Refers to the potentiality, based upon 

res ponsiveness and accessibility , for quic k mobilization of 

leaders by constituents and constituents by l eader s t o co~front 

ma jor problems . 

*Lowry uses the word "cit i zens ." 



Thus , within the c oncepts which have been develop:?d from 

management and t he social sciences , a checklist for board 

accountability may ask : 

1 . Can members or volunteers or clients easily and 

effectively make their desires known to the board 
l3 

and vice versa? 

2. Is the mechanism for mutual board and constituent 

accessibility-- such as regular open meetings of the 

board and at least some general meetings of constit

uents at which all or most board members are present 

and formally accessible for interaction- -a permanent 

and meaningfu l one? 

3 . Are there effective ways for c onstituents to quickly 

mobilize board members to confront problems , e . g . , 

through petition procedures to force board attention 

on some issue or to hold special meetings with boar d 

members and organization constitutents? 

4. Can the board likewise mobilize the latter quickly 

and effectively when needed? 

5- Is t here evidence that the organization has long

and short- range plans toward ac~ieving s pecific 

objecti ves? 

6. How are resources (funds, pr oper ty , personnel) moni

tored to assure optimu~ s trength? 

7 . Is there an annual as s essment of the strengths and 

weaknesses of' the organiza tion? 
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8 . ·Nha t evidence exists outside of the annual meeting 

or the annual r e port that management practices are 

relevant and sound? 
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Accountability is comple.x and arduous . A hybr id concept 

emanating from the disciplines of rna!"l.agement and social 

science , it invites es pousal but has few knowledgeable or 

sincere adherents . Without a substar:.tive and standardized 

process it d oes not c reate disc iples . Hcm ever , the board 

which i s willing to develop its own concepts of accountabili t y, 

and t o practice and advocate them, will have achieved an in

ternal and external reliability which vdll demonstrate that 

accountability is not , in Etzioni's words , a "term for a t hin 

cover f or inaction , a f or m of l i p service . 1114 



CHAPTER VI 

OBSERVAT I ONS ON THE BOARD AS A CHANGE AGENT 

Document #11 Participation and Group Ju1gment 

Any board which perceives a weakness in its operations (role, 

responsibility, ethics, or acc ountability) must be able to effect 

pos itive change . The ability to change , however, is not inher ent 

in ever y board. This chapter i s a report of a purely exploratory 

endeavor to identify certain "readiness factors. 11 I have s ome 

d oubts about including the subject in this thesis , but the abun

dant literature on the subj ect of change prompted me to under

take an experiment , which may sh ow future promise. Its limita

tions will be obvious. Some of them will be commented upon at the 

conclusion of the chapter. 

#### 
Some unknown but contemporary philosopher has said that any 

organization which is satisfied with the status quo i s already 

behind the times. Changes are occurring so rapidly tha t, accord

ing to Dr~cker, it is necessary to anticipate a future that has 
1 

already happened. 

In fact, even the assumptions about planning for change 

have changed in the past decade . One assumption in particular 

has prevailed i n most voluntary, not-for - profit organizations . 

It is identified as "truth-l ove": a theo ry of change "based 

on gentle nudges of gro.v th ••• that is, with sufficient trust 

and collaboration with valid data, organizations would 'get it 

84 
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together , ' / and/ progress monotonicall y (and even mo~otonously) 
2 

t oward some vaguely defined vivid uto pia ••• " 

In human service institutions , change generally has been 

r evealed in ca se load , dollars raised, and numbers of employees. 

Now, however, with new accountabi lities t o constituencies with

in the organization as ·.vell a s out side the orga nization , the 

pressure is not to s et objectives to maintain "numbers," but 

to change t o objectives which will affect quality of service . 

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

inevitability . "Most students o_f our society agree t hat t he 

major invariant is the t endency toward movement, grow t h, devel

opment, process: change . 113 There i s no alternative as the 

" f orce s of change now present in the envi r onment " will for ce the 
4 

organization to change anyway ." 

Benne says : 

Lar ger s ocial systems or dinari ly depend 
on small gr oups i n for mulating and matur
i ng their policies and pr ograms, whethe r 
the small gr oup is a c ommittee , cabinet , 
or board . Thus, change in the composi
t ion and f unctioning of such a strategic 
small gr oup may pr oduce cha nge also in 
t he wider socia l system which is depend 
ent upon that gr ou p f or guidance and 
direction. :, 

The im plic ations , therefor e , ar e that the gover nance of 

t he or ganiza t i on must nurture an exper t ise in the ability to 

change and to be changed , and not assume t hat "tr uth- love" will 

suffice. The board, in i t s governance r ole , is the cell through 

which the i mpul ses of change must flow . Exercising its prerog

at i ves of setting policy, det ermi ning program , and planning , 
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its capabilit y as a c~ange a ~ent can resu lt in progr e s s ive 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 

sc ientists. It identiiies nine readiness fac tors as f ollows : 

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

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

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

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

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

VI. Fact finding ; action- r esearch ; knowled ge u ti lization ; 
(Lewin , Marrow) 

VII. Equ ilibrium (Chin) ; pressures (Uarrow); t ension 
(Lewin) 

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

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

Adapt ing these factors to a survey instrument requires com

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

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

a s well as f or r anking of sub- goa ls . In or der to a ssay the boar d 

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

know s ometh ing about tbe or gan i z ation ' s internal and externa l 

constituencies s uch as clients and t heir families , 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 ." 
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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) 
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. 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 

106 



-

107 

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? 
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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 



109 

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; 



110 

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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Document 
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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 
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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 



121 

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 -



e valuation ·.vher e the board □ember is the sole judge of his 

performance . 
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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 . 
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RE?ORT CARD FOR THZ BOARD I,lEJ,.i:13:SR by Dorothy ralfanz- Teas (Adapted 
from an article in tbe Summer 1964 issue of The Educati onal 
Record , published by the American Council on Cducation , Washington , 
D. C. , titled "Test for Trustees, 11 by Paul H. Davis . ) 

N fJt.E OF BO ARD 1'.IE!iffiER 

CURRE?.1T POSITION OR ASSIG\rlV:3\fT OI': BOA~D 

DATE JOINED BOA:ID 

DATE TER~ ZXPIRES 

1 . SUITABILITY i'.l.S A BOARD U3If.3£R (Total possible , 20 points) __ _ 

20 pt.s . Fulfills an import ant r ole on the Eoard . Represents 
in his/her own background a pert i nent high degree of 
competence and exper ience and/or is in a positi on of 
unique iniluence with others critically i mportant to 
the success of the organization. (These qualitie s 
do not mer ely du plicate t hose possessed by other mem
bers of the Boar d . ) His/h~r pr esence on t he Boar d 
contribut e s to the r oundins - out, in a major way , of 
the t otal board c omplex of strengths , abilitie s and 
experience deemed neces sary for major progress of 
the or ganization . 

12 pts . To a l esser degree meets cri teria above bu t is not 
of optimum str eneth -.vjthin the probable availability 
of such strength t o the or ganization . 

4 pts . Of some value as a member of the Board but large ly 
duplicative of interest and competence r epresented 
by str onger members . Subs t antially below level of 
s t rength , compe tence and experience of other con
ceivably available for Board membership . 

0 pt s . Must be largely discounted as having any significant 
degr ee of a bility t o contribute t o soundness of board 
decisions or effectiveness of board actions . 

2 . GEN:!:3A.L PrtZPA.RATION A3 A BOA.RD t:JJ,.fE~R (Total possible , 20 pts . ) 

20 pt s . Ha s br iefed himself/herself well on the or ganizati on ' s 
pr oblems and needs . Visits the office/clinic/.center , 
etc. Has vis i ted simi lar organizations and discussed 
issues of mutual concer n 1r1ith board member s of similar 
organizati ons . Knows the organization 's his to r y , 
phi l osophy, and plans . 2ndeavors to keep abr east of 
national and state trends and pr ograms . 
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12 pts . Generally knows the organization's philosophy and 
problems . Has undertaken some independent s elf- educa
tion to improve abilities as a boar d member. Under 
stands the r ole of a board membe r . 

4 pts . Little Knowledge but s ome interest in general problems 
of the organization. Only s~oradic interest in 
s elf- briefing . 

O pts . Almost no knowledge of, and little demonstration of 
interest in , gene r al problems of organization or 
duties and res ponsibilitie s of board membership . 

J . SPSCIFIC PREPAB.ATION F03 ACTION AS BOA..tm ?ffiMBZR 
(Total possible , 20 points . ) __ _ 

20 pts . Pr epares carefully for board meetings . Has st~d ied 
and understand re port s and bac kg r ound materials . 
Asks pr obing and insightful questions at meeting s; 
f ocuses on policy . Demands and gets information 
necessa r y f or major decisions . ~ill conduct his/ 
her own additional r esearch -whe~ he/she need s to 
know more about an is sue . 

l2 pts . Generally pr epared f or discussion of problems at 
board meetings . lias read materials sup~lied for 
briefing , and parti cipa tes intelligently and c on
str uctively i n discussion in a manne r showing some 
pr i or thought a~d consideration , but does not often 
ask pr obin~ questions. 

4 pts. Some, but little, evidence of study of problems prior 
to meetings . Willigness t o let most of leadership 
fall to other s . 

0 pts . lo evidence of prior preparation for boar d meetings . 
Discussion par ticipati on , if a~y, often negative am 
u.nhelpfu 1. 

4 . AlffiASSADORSEIP (Total possible , 2 ) pts . ) 

20 pts . Enthusiastic and honest spokesman for organization . 
Speaks with knowledge . 

11+ pts . Fr iendly . rv:entions organization constructively to 
others when asked . 

Opts . Apathetic . No evidence of active ambassadorship. 
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PARTICIPATION P1 PROG3.ESS A~'D DZ~LOPM:::IiT OF THE ORGA.NIZ AT ION 
(Total possible , 20 pts . ) ______ _ 

20 pts . I11ter ested and active in planning f or t ~e future of 
the or ganization. Helps identify prospects for 
leadership development . Shares knowledge and exper 
tise or identi fies r esources which will be helpful. 

12 pts . Occas io~ally takes an active interest in lons-range 
planning , future leadership , and available r esources . 
Mu s t be encouraged t o thin!<: in these terms . 

4 pts . Little or no personal participation in pr ogress and 
development of organization even when asl<:ed . 
Appears t o prefer t he status quo . 

O pts . Does not demonstrate any interest in future pl ans or 
gr owth . Almost always votes against a ny proposals 
for c hange . 

6 . C8lifJJ1ITTEE EXFERE :'ICE (Total possi ble , 20 pts . ) 
(May also be read in present tense.) 

20 pts . Has s e rved u sefully on at least one important committee 
affiliated with the boa r d . Suggested new ideas to 
committee . Carried out co~rr.it te e r es~onsibilities 
efficiently and promptly . 

12 pts . '/las nomina lly loyal to c ommit t ee responsibili ties . 
Carried out r es ponsibilities per functorily . 

4 pts . Attended committee meetings fai r ly regularly but 
lit t l e or no activi ty on behalf of committee . 

Opts . Little or no activity or sense of responsibili ty in 
commit tee a ssig~nent s ; or refused committee assign 
ment. 

7 . ATTE>iDANCE (Total possible , 20 pts . ) 

20 pts . Attends all board meetings or has a val i d excuse fo r 
the few that he/ she does have t o miss . Shows an 
interest in atte:iding and encourages othe r to atterrl . 

12 pts . At tends the majority of the boar d meetings or has a 
valid excus e , bu t makes no effort to encour age others 
to attend . 

4 pts. Sporadic attenda~ce, and ~sually offers lame excus es . 

0 pts . Poor attendance . Osually offers no excuse . Doe s not 
seem to consider attendance impor tant . 
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If s e rvice of board member i s of vital ~mporta,ce to the 
organization in a single , spec i al significant way , even 
though the sc~r es in t t e other areas are low, a soecial 
score may be added at this point . For example , a rare situ
ation may arise when attendance at boar d meeti ng s is r ealis
tically di:fficult , but t he r:iember cont ributes a unique dis
tinguished service to the boa r d not available fr om another 
person . No s pecial score s hou l d be give n i f this special 
service oc curs in another i ndiv i-:3 ua 1 on the board . 
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NAME OF BOIL.~ 1:2L.if3Z.R ___________ _____ DATE. ______ _ 

1 . Sui ta bi li ty as a board r:iember 

2 . General pr eparation as a board member 

3 . Specific pr eparation for action as a board membe r 

4 . Ambassadorshi p 

5. Par ticipation in progr ess and development 
of or ganization 

6 . Committee experience 

7 . Attendance 

TOTAL (80 is pass ing~) 

8 . Special service 

FI'iAL SCORE 

* * * * 

EVA :::..U A.TI07~S (Highest possible scor e is 140 points . ) 

~xce llent (120 or mo=e ) 

Good 

Fair 

Poor 

Useles s 

( 80- 119) 

( 59- 79) 

( 25- 5'8 ) 

(under 25) 

*This is me r ely a suggested " passing " sc ore . The ev·alua ti ons al s o 
are mer e l y suggested r anges . The board may establish its ovm 
scoring system. However, it is r easonable that a n effective boa r d 
mer:ibe r should scor e a t least 100 out of the possible 140 poi~ts . 
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RAl!Nu SCALE FOR HUARU MEMB~RS 
Document # 13 130 

500 point s equal s 100% 

0 FACT R 

===============-==-===-==-===-==========-==· -=====--- -- It 
II 

_.J,U~lc--------11----Liu.J.I-JUllWILLL------l--~:w..!!.I.MUJ.- :: 

Superior 

Above Average 

Average 

Below Average 

420 

340 

260 

205 

Poor Under 205 

500 

420 

340 

260 

II 
II 
II 
II 
II 
II 
II 
I 

==-==============---c--======--==-==-===- - ========= 

P 1 t R ti o n a n!'.l 

* Weight Superior Above Av. Aver Bel. Av. 
106- 126 86-104 65-84 50-64 

26% 

26% 106-126 86-104 66-84 50-64 

25% 106-125 86-104 66-84 60-64 

16% 65-76 66-64 46- 54 40-44 

10% 40 ... so 30 .. 49 20-29 15-19 

GRAND TOTAL 

Poor 
Bel. 49 

Bel. 49 

Bel, 49 

Bel , 39 

13el. 19 

*The weights shown on this chart 
are merely used as an example. 
In actual use , the board would 
determine the weighting to be 
given to each factor. 

Dorothy Balfanz-Teas 
6/ 77 

Total 

,. 

' 
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Use with Repor t Card 
for the Board Member-
Code for Evaluation 

120 & over 
8 - 119 
57-79 
25- 58 
under 25 points 

Excellent 
Good 
Fair 
Poor 
Useless 

(gr een) 
(yellow) · 
(orange) 
(blue) 
(red) 

-
Board Nembers Inventory 

Date 

-
Use with Rating Scale 
for Boar d Members-
Code for Evaluation 

4 ~o - 50c 
340 - ~2C 
260 - 34~ 
205 - 260 
U:1der- 285 

3u~erior {gr ~en) 
~bove average (y9:lo 
~vsrage (~r ange) 
3elow ave~aee (bl~e) 
?oor (red) 

I \ □□□□ □ 
EJD D D DD 
ODDD l D 

The number of boxes should equal the number of board members 
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- A fU TI:~G JC 1i ..:..E .:<uli b0. _1 .:> by Cyril 0 . I-i oule 

Charac teristics How the Boar d Rates 
I 

~xce l l~n 't_ _ _Q_ood f\.ve r a_ge .,.., ___ ·-·· - .... ·-- -- ·~ 

A. The board i s made up of effective i ndi 
viduals who can suppl ement one anothe r ' 
talents . 

B , The boar d represents the i n teres ts which 
are to be consu lted in formulating 
poli cy . 

C. The board is large enough to carr y a l l 
necessary r esponsibi l ities but small 
enough to be a deliberative gr oup. 

D. 1he basic structural patter n (board , boar d 
offic ials, c ommittees , executive , and 
staff) is clear. 

E. There is effective working r e l ations be 
t ween t he board and the execut i ve and 
staff . 

F . The members of the board und er stand t he 
objecti ve s of t he agency and how those 
objectives are achieved by the 
activities under taken . 

G. The board has a f eeling of social ease 
and rapport . 

E. Zach memter of the board f eels i nvol ved 
and i n terested i n its work. 

I . The board for ~ulat es specific goals to 
guide i t s work . 

J . Decisions on policy are mad e only after 
full c onsider ation by all parties 
concerned with the decision . 

K. The board is c erta in t hat effec t ive com~un 
ity relations~i ps ar e ma intained 

L. The board has a s ense of pr ogr ess and 
accomplishment . 
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,A Yardstick for Measuring Our Board 

Suggested Criteria For Bo?~rg~ 'l'o Use In Sel f - Evaluation 

~ 
'x'our Rat,i ng 

Criteria or Measures of : 

A. Sel ection and Com,2.osition 

1. The Agency has a written statement of qualifications 
for Board members . 

2. The Nominating Committee works on a year-round basis 
and solicits s taff, board , c lientele and organiza
tion suggestions for nominations to the Board. 

3 . The Agency is always thinking ahead and has a pool 
or reservoir of potential Board members fo r the 
future . 

4. The Board is composed of persons vitally interested 
in the work of the Agency. 

5 . The Board is widely representative of the conmuni ty. 

6. The Agency has a f ormal plan for limiting the tenure 
of Board members which specifies rotation so as t o 
assure a steady supply of new Board members. 

B. Orientation and Trainin.&_ 

1. The Agency has a clearly written statement outlining 
the duties and responsibilities of the new Board 
members . 

2. The Agency has a written plan which it follows in its 
program of orient:a tiorr for i:rs new Board members . 

Yes No 
Need to 

work on this 

-
Gr oup 

Rating 

t--' 
L,.J 
L,.J 

1:1 
0 
0 

g 
co 
::s 
rt 
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Criteria or Measure; of : 

3. The Agency has a Board Member Manual which it 
supplies to all Board members. The manual i s 
revised periodically • 

- 2-

4. The A.gency has a plan for and program of Board 
member training car ried on throughout the year. .. 

5. Board members partic ipate in co1T1Dunity, state, 
regional, and nat iona l training opportunities. 

C. Or_aanizat ion of the Board 

L The Board has a simple, concise set of By-Laws 'Which 
provide clear du t ies for the off icers of the Board 
and spel l out the procedures by wh ich the Board 
transacts its business. 

2, The Board has an elected executive conmittee to 
hand l e ma tters which may come up between meetings . 

3. The Board has working comnittees such as program, 
pe rsonnel, l egis lation , public relations , etc., 
through which work is channeled . 

4 . Committee assignments and responsibilities are in 
writing and copies are supplied t o comnittee members. 

5. Comnittee assignments are reviewed and evaluated 
periodically . 

6 . Worki ng r e lations between the executive and the Board 
are clearly def ined and unders tood . 

- -

Yes 

Your RatiM 

No 
Need to 

work on this 

Group 
Rating 

-
t 
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Criteria or Measure s_~iJ 

7. Board and staff members a re clear about their 
specific duties and r esponsibilities. 

D. The Board At Work 

1. Meetings begin on time and end on time 
and held as regularly schedul ed . 

2 . There is adequate preparation of ma terial in
cluding agendas , study documents, etc ., in 
advance of Board meetings . 

3. Board meetings are charac terized by free 
discussion , general participation, active 
thinking t ogether . 

4. Board meetings dea l primari l y with policy formu
lation, review of plans, making broad authoriza
tions , and evaluating the work of the Agency . 

5 . Routine matters, that is , items requiring official 
action, but l itt le discussion, are handled with 
dispatch . 

6. Minutes of Board and CO[ll'llittee meetings are 
written and circulated to the members. 

7 . Regular r eport s of commi ttee work are made to 
the Board. 

8. Individual members of the Board accept and carry 
assigrunents wi thin the area of their special t alent s 
and competenc ies. 

Yes 

Your Rating 
Need to 

No I work on this 

-
Group 

Rat i__!l& 

~I 



Criteria or Measures of: 

9. Board and staff members work together on 
specific programs and projects from time to 
time. 

10. Executive functions and direct services are 
left to the staff . 

E. Evaluation of the Board 

l. Board members give sufficient time to the work 

- 4-

of the Agency and have a good record of attendance 
and support of the Agency. 

2. The Board conducts an annual review of its own 
organization and work. 

3. The Board has an agenda of future plans for the 
Agency scheduled in terms of program priorities. 

4. New l eadership is emerging constantly from the 
Board and its conmittees. 

5. The Board participates actively in con:rounity-wide 
social welfare planning programs . 

-

Yes 

-

Your Rating 
Group 

Rating 

No 
Need to 

work on this 

Prepared by - Harleigh B. '£reeker 
School of Social 

Work 
University of Conn. 

-
I
v. 
0 
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1. . •,n"'.a t is the pur pose of the boar d? 

2 . Which of the f ollov,1ing t e r ms describes the board? 

eff i cient 

frie nd ly 

accepting of 
chang e 

using i ts full 
capabilities 

inefficient 

c losed c orporation - - -
wasteful of talent s ---
elderly 

3 . How does the board r esoons to crises (check One ) 

by i nvestiga t ing the facts 

e mot ionally 

s lowly 

posit ively 

don ' t know 

4 . Are competent leaders usually available 

5. 

6 . 

for e l ect ive offices ? yes no __ _ don 1 t know ---
for co~□ittee c ha i r mansh i ps ? yes _ _ _ no __ _ don ' t know ---
!\.re there a ny problems in fi ndi ng lead,~rshi p? 

yes no 

Ar e you satisfi ed with 

the quality of the b oard ' s d elibcratj ons? 

the range of the board I s d elibe r ations? 

the appr opriateness of the b oard ' s 
de liberations ? 

don ' t know 

yes __ no _ _ don ' t know __ 

yes __ n o __ don ' t know __ 

yes __ no _ _ don I t k."10W __ 

7 . Do board a nd staff s hare ~roblems b efore the y reach a cris i s 
stage? yes __ no _ _ don ' t know __ 



8 . Which one of the following seems to describe best the 
community's concep t of the or ganization? (check one) 

hardwor king, but static 

ha rdwor king and pr ogressive 

a s ocial club fo r persons with leisure time_ 

c onc erned onl y about money 

c oncerned about s ervi n g the community 

9 . ~hich one of the f ollowi ng s eems t o descr i be best the 
c onc ept the staff ha s of the boa rd?(check one) 

helpful 

a riember of t he 
team 

int erfering 

knowled gea ble 

re pr esentat ive of 
the establishment 

f und r a iser s 

10 . ·Nri_ich one of the f oll owing s eems to d escribe best the 
c once pt t he board b~s of the staff? (check one) 

knowledgeable 

ineff ect1.:.a l 

a valuable ad
j unct 

capable of carrying 
out new projects __ 

worth lis tening t o 

not wort~ lis tening to _ _ 

overbearing 

fund raisers 
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11 . Do you t hi nk the board r epresents the total community the 
organizat i on serves? 

yes_ _ no don ' t know 

12 . Do you .regar d the b oa r d as a s ource for help i n det e r ming 
commu.~ity attitmes? 

ye s __ no don't know 

13 . Which do you co nsi de r the board is : 

service oriented_? _ _ money oriented? _ _ 

14 . Is the board involved in long - r a nge planning? 
yes__ no__ don't know __ 



1 5 . Does t he lea ders~i p of s taff and board c ommunic ate? 

r egular ly t hrough for nial meeting s 

ne v e r informally 

when t her e is a pr obl em__ occ asiona U y 

don ' t t.;:now 

16 . Does the b oard e ncour age s t aff t o suggest new ideas 
and ne w pr og r a ms ? 

y e s n o don 1 t know_ 

17. i)oes staf f en c :mr age the b oo rd to su0 gest new idea s 
and ne ·✓J pr og~ams 

y e s no don ' t :mow __ 

18 . Oth~r comments 

I am a 
board member 

staff member 

o~her (~ame it) _ _ 

Dor ot~y nalf an z -Teas 
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CE{l.PTER I X 

EVALUATION OF THE CHIEF EXECUTIVE OFFICER 

Document # 18 A nepor t Card f or t he Chief Executive Officer (CEO) 

It ha s be e n said that evalua tin~ the Chief GXecu tive Offi cer 

can be viewed as a t hreat , a ri tua l , or an opportunity . ,'/hat 

shoul d also be added is that it is usuall y a my th . 

That a forma l i zed , regula r assessment of the CE0 1 s perfor mance 

is seld om done may be a ttributable t o a number of r ea s ons . The 

power cent e r may create a barrier t o e valua t io:1 . The CEO may 

be s o strong and f orceful that he c ompletely dominates th e boa r d , 

whi ch , under t hese c i rcums tances hesitates t o presuce an assess 

ment . Conrad a nd Glenn say , ir-Professional dominance r esult s in 

r ubber - stamp boards, and lay domi nance r ~su lts in arr ogation 

o f the operational authority of the sta ff and e ventual loss of 
1 

pur pose . " In the same vein , Li ppinc ott anc1 Aannested s ay tbat 

"the philanthr opist- er.rand boy r el.a tionship obtaining i n s or.ie 

of the e a rly histor y of vo luntary a ge::.cie s i s out of the window 
2 

today . 11 Tha t e ithe r situation would ex i st is su_ffic ient warn -

ing that an eval uation on bot!) sides is ovGr due . 

As suming t ha t domina~ce is not the case , and tro t the r e 

seems to be equili br i um betv1P.en the boa::-d and t he cio , the b oard 

may r eason that since .har~ony pr evails there can be no r eas on 

f or ass e ssment --of ei ther side . 
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Customarily used at lower l evels of personnel , evaluation 

is used for pro~otion or salary increase and therefore may 

not have the same implic ati '.)TIS: for the CEO . Eu"1 getaI'y and 

h j er archial constr aints in voluntary- not - for - profi t organizations 

seem to obviate the necessity within th.at context; but that 

is not the true pur pose of assessment . The purpose of evalu

ation of any component of the or ganization is to assure func -

tional effectiveness and improvement , and this s houla be a 

universal philosophy , especially in tte voluntary not - for 

profit sector . 

Failure to evaluate may be due to the fact that it i s 

diff icult to find in a not - for - profit organization a parallel 

in business and ir.dust r y . There the C20's evaluation is based 

on pr ofit- making , seldom on any other criteria . In eithe r 

sector, ho·aever, the res rons ibility of t.!1e board r er:ains the 

same : to monitor top management and score it just as carefully 

as management scores its subordinates . 

Among the specific functions of the boa rd are those of 

(1) hir ing the Chief ~xecutive Off icer , and (2) appra ising or 

e~ ~luating or monitor in~ the management of the or ganization. 

In fact , {oontz says, 11 • • • t~e one dominant function of a dir ec 

tor /board member/ is to select c ompany manager.ent and appraise 

j t . 113 An admonishment .from Tr ecke r indicates that s!1oul a the 

board fail r egularly to evaluate t~e c:o , he does not r eally 

tcnow wher e he stands , and furtherr:or e the staff does not know 

I ., h th ,..,""'O . • • 4-no,~ e , .. e ...,.:. , is r egarcea . 
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In some i;tatc ~; Lhc cnurL::; havn !i~ ld lln;1rd r.icmhcrs ljub]c 

for not exercis ine " pr udent judgment" in the appoin tment and 

supervision of empl oyees w~o ~anage the corpor ation . 5 

This means t hat s ome time s it is nece s sar y to 
take the ha r d step o f r ~pl acing an executive 
direct or w ~1 0 t he board feels s im;.,ly isn 't do -
in~ an effic ient joh . Jndecrl , some attorneys 
c ounsel lhat •.. Jirectors of an organi zation 
should not attempt to cultiva te too closely 
a s ocial or persona l relationstlip with the 
manage~ent j ust because t he necessary degree 
nf indepcmd cnt 

6 
;juc~ment \·101 ild thnr eby he 

compr omised . 

If the pur pose of mana ge:::ent is to accomplish the goals 

of the or ganizati on ; t o use e ffect ively the humnn and c apital 

r e sotrrces of the or ganiz ati on ; and to devel op a nd involve a 

continuine l eadership gr ou p , then the board and t he CZO togeth

er ar1:= res po~siblE' for the ac!-:ieve:r.ent . This , however , does 

not excuse eithe r part ner fro~ c hec k j ng on their r espective 

ca pa bil "i ties . A CEO ·.•1or th hirin g pr o r,a bly has credentials which 

endow him with s ome sort of accreditation, but tha t is seldom 

ba s ed on curre~t perfor ~ance within his own organization . 

Tha t the board holds the :res ponsib i lit y to e va luate t he 

CEO does not neces s a rily ciean that th i::> boo r d as a whole must 

partic ipate in it . Edward ;•,:cSv,e~ney , r1riting in Tlusiness }/eek7 

pro poses a!1 audit commi ttee (for a pr ofit - ma'.<ing e:iterprise) . 

He i mplies tha t the commi ttee should do r.iore than s i mply audit 

oper atic -; . It ·nust also audit CEO perfo:::-□ance . He wa r ns , h ow 

ever, that the wor k of an audit c or.imj L tee -nay be i?1ten ti onally 

b.1 oc ked o:::- sl ov,ed down . Passi bly a close par alle 1 in tr.e not 

for - profi t or ganiz3 t i on would be the personnel cor:-.mit tee . 



• 

I\~cSweeney also suggests that indlvidual boa rd members use a 

scor e car d , and pool t he net results. 

Foll i wing the logic of pe,er r eview, the 11chiei' 1
' of the 

staff and the "chief" of the board could simply accomplish 

t he e valuation on a one- t o- one basis . 
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Altho~gh it seems qu ite unlikely that a n or ganization 

c ould not handle this ev3luation intramural , the use of a con

sultant or out side evaluator may be a course of last r e sort . 

Regard l e s s of who does it , c e rtain evaluation dispar ities 

may exist . They a r e : 

1 . The ha lo effect. An evaluat or is li~ely to r ate 
higher if t he interpersonal r e l ationships a r e 
com.for table . 

2 . Constan t error. Some evalu ator s consis t ently r ate 
higher than i.;sual or lower than usual . 

3. Lack of un1ers tandin~ of the j ob being evaluated . 
Some evalua tors, ou side o!' the personnel co mmittee, 
ma y have a ser ious lack of infor r.iation relative to 
the .job v1hich is being e valua ted . 

Types of 2valuati on 

Tr ait-rati ng r e~ains the most co mmonly used appr aisal to 

day . :nut , "Trai t e valuations pr ovide little tangi ble to dis

cuss, lit tle on wh i ch pa r tic ipants can agree as fact , and ther e 

f ore little mutual u nder standini::; of ,·1hat would be r e quir ed t o 
8 

obtain impr ove!71ent . " :Sven exper ts who caution against trait-

r a t ing never theless suggest s uch facto r s as c oop~r ati ve nes s , 

dependability , initia t ive , intellige~c e , and industr y , but inter 

sper sed with quantity of rmrk , quality of work , and knowledge of 

job . 9 Obviously , the ideal is to find a midd l e r oad bet,;,ie en 
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subjectivity and objectivity . 

Trait- r atjng , which is pur e ly s ubj0ct1 ve , usunlly fright 

ens board members who a r e e~barrQssed by the psychological 

overtones and t~:eir inability or r e luctance to translate t hem . 

Rec ognizing t hese deficiencies in trait -r~ting evaluations , ex 

perts in business administra tion a re continuj ne to search for a 

more perfect instru□ent . 

The most current evaluation theory is based on management 

by objectives , an oper ational tool ac cep ted in both pr ofit - making 

and not- for-pr ofit ent erprises. Harold i<.oont z, Cyril O' Donnell , 

and Keith Davis , to name a few , all advocate using perfor:rance 

obj ectives as the basis for a ppraisal. ~avis says, for instance , 

"The hallmarks of mod ern appraisal philosophy are (1) perfor ma r.ce 

orie ntation , (2) focus on c;0nls , and ( l) ::mtual ~oal settin~ , 1110 

each a c onsequence of :nanaec:mcnt by ohjec ti ves . 

l.~u tu.al r;oal sett ing and a ppraisin;; b:r tbe object i ves achiev

ed produces a wor-kable and comfortQble 1,r ocer!ure f or the board 

and the C20 to follow . Koontz tells of a CZO , who said at the 

conclusion of a joint goal- setting s ession , "This ls the first 

time I hnve ever und i:!rstood wr..a t the boord expec ted of me .. . 1111 

He furtheT says , "Most to p com pany o fficers wou l d rather have 

clear goals by which to be judged than rely on the capr ice of 

subjective juJgr.icnts . 11 12 

Using as an exar.iple a fi nancially s o und, well mana ged , 

con:nu:1i ty voluntary, not-fo.r - profi t e nterprise, some mutually 

set (board a nd C-20) goals ar.d obj e ctive s agains t which the C30 



would be evaluated arc :13 

To esLablish within one year 

I . An improved system of financial plannin~ with the 
following char acteristics : 

A. A system of variabl e budgets for t:ie agency as 
a whole and for each depart'.:lent to meet the 
pr ogram and s~rvic e goals of the agency 
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B . ?or ecasts of client fees and contributed income s 
made one year in advance and revised qtrnrterly 

C . A re~ular (not less then semi - anr.ual) review 
of variable bun 6ets 

D. An actual monthly , twelve - month movin~ av e r age , 
and year - to- date summary reµor t of pe rf ormance 
against bud ge ts 

I I . A sys t em of new program development to assure an 
i ncrease of client parttcipation by percent , 
with the f ollo·:1ing cha r acte r is tics : 

A. Review and selection of nevi pr o~ rams which Ytill be 
c onsistent with the agency's financial resources , 
its service capabilities, and its acceptance by 
the public 

B. Submission of new program proposals which exceed 
i ____ t o the Board of 1Jirec tors for a p proval 

C . Pla nned control of dissemination of information 
about new pr o~ram(s) 

D . ?ormal , rigorous , and r e?,ula r r eview of new program(s} 

E . Ii.onthly sw:1ma ry r eport of new prog ram(s) and progress 
to the Eoa:-d of ;Jir ectors 

III. ~ r evised chart of executive aprroval authorizat i ons 
to be submi tted to the Boa'!'d of Directors within 
three month s and r egularly (nnt less of ten than semi
annually) reviewed with a vie w to r evision thereafter 

IV . An or ga,-iiza tion plan for three to five years in advance 
based on , a mong other t :!ings : 

A. The avai l ability and c apacitie s of present managerial 
personnel 
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n. The J>O!'.i 5 j bj 1 t L if" s of tr:..1!nln~ of prc::;cn t mana ee-
mcnt parsonne l 

c. The possibiliti es of r ecr i.;i t m8nt of new managerial 
pe rs o nne l 

V. A pr o posed pr ogran of c ompensati on f or key staff, in
clud i:1g sala ry ad ,iusl:nents nml adequate fringe bene
fits 

VI . A. pl an of nGv1 facilities f or ne•.•1 pragram(s) and 
extension of existin.~ pr ogr ams, includ in6 the ~radual 
move , ~ithin five years, to such f acilities which will : 

A. Xot interrupt curre~t prosra~ 

B . Provid e for mini ~um possi ble losses of t ra i n e d 
p2r sonnel 

C . Pr o·vid e f or e mploym~nt of a cid i t i ona l pe rsonnel , 
if necessary* 

It is advisable that l imited objec tiv es, such as the a bove , 

be selectively set . After all , one of the principles o f sett ing 

obj ec ti ves is that they mus t b e feasible , and an over load may 

dete r thei r nccomi)lishment no matte r h ow effective t h e CSO i s as 

a ~annger . If lon~ - ran~e planning is done , the goals and objec 

tives ~ay be v3ried from ye ar to year based upon e stablished 

priorities . 

Obviously , the goals of the agency become the goals of 

the CEO . Th e two are i nseparable . That some not- for - pro.fit 

orga~izations may not have r eco;nized the fact ms lead many a 

CEO down r oueh paths , f ollowing the di r ec tion of a board 1uhich 

Doves on\':ard , never upward , on whimsey . 

at-This set of performance ob j e ctives have been used in "The 
Report Card f o r the Chief ~xecutive Officer, Document ¥18 . 
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At the risk of digr<!ssin,~ fr om l.h0 cvaluutian of tt:e> c:::o , 
menti on s~oul d be made that the perforr:!a:1.ce objectives of the 

CEO are trans l ~ted into perfo r mance obj3cttves for all per sonnel . 

Each em ployee and v oluntr>er shou ld p:irticipate in mutua l goal 

setting with his supervisor or rr.anager, ta:.Cin_g a opropriate 

jncre nents of the C~O ' s/organization's goals, and adopting them 

as perfor c,ance ob.jecti ves for himself. Evaluation of capability 

measur ed against mutually set ob jccti vcs fo cuses on 'i'lhat a per

son does r ather than on what so meone thinks of him . 

Katz says the executive is hired by the trustees " partially 

on the basis of personal q_ualitics , 11 14 and t hat b r ings us to 

the second part or the eva luation : personal f actor s . His 

per:or monce eva l uation may be superior , but t he i mpact he makes 

on his e mployees and in t he c om:nuni ty in ac c omplishing these 

objectives must also be weir,hed. His personal c:iarac t e r istics 

m:3-y affect mor ale , at:ency ima'.:e , developr:i0nt of human r esour ces , 

and his own health . Consequentl:1, we move into a subjective 

a r ena, but t he evaluation must ac commodate these elements . 

The board , as an assistant or pa rtn° r to the CEO , has a 

responsibility to remov e obstac l es to his performance . Thus , 

if the obstacles a r e persona l they s hou l d b e identified before 

they imf)ede pror; r ess toward goals a:1d o\.,je ctives . The CEO, as 

the es5ent ja l link between the board and the agency , carries 

the operot ional burden for the success of the agency . l con

scientious boar d cannot allow su c cess to oe encumbered by fac -

L ors which may ul t i r:,a tely disr upt the delic ate i nternal mac hiner y 



of the or~anization . 

In order to ar r ive at scree subjectivity, the CEO and the 

board ( or the personnel commi t tee) can a [>ply a wei.~hting to 

these pers onal fac tor s . The wei ghting may cb.ange from time 
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to time depending upon t::e anni..;.al agency objectives as ':!ell as 

other ci r cu~sttinces . ?or insta~ce , a major ~alamity ~~Y have 

placed such a physica l dr ain on the C20 th a t his health fac 

tor may ~ave an important v1P.i 0h tir:g in an 0 valuation . Or a 

major capital impr o vement proe ram may uncx;)ectcdly cause a 

schism in t he co□munity . The f'actor for community relations 

therefore would be given a high weisht ing . 

A ser endipity of t he mutuality of a C20 evaluation i s 

th:lt the pa r tner s.!'~ip bet•:1een t'he board and the C!:!:O is strength

ened . Comc·encin:; wi th mt;tual :;onl settin~, the board acts as 

a s mrnd i ng board as the CEO pr esents his plans to f ollo·,•l through . 

One executi ve says that his safeguard is II pr oving his point t o 

an independ~nt g r oup that are damn good judges , wto have not 

15 
been pa!'ticipants in the plans, but v;~o stand aside and judge . 11 

A!lo~her said that when he prcs-8nt s a plan and has to defend 

it "when you come out of the!'e and they say it ' s all r ight .. . 
. l6 

t hen you eo wit h co nf 1d enc e . 11 t\nd le st it seem tm t a l l 

be!lefi ts flow only one way , the perceptive CEO r ealizes tba t a 

hid<ien f actor is that cvr?ry s tep of the way the boa rd is being 

educated . A.s Robert Tow nsend says , 11 
••• the board of dir ec tors 

is supposed to be a tree fu 11 of owls - -hootin° when r.ianageT,ent 

heads into the wrong part of the forest . 1117 



The Re port C n r d s 

The :1eport Car d for tl!P. Chinr 3xec1.tive Officer, Documen t 

f/18, js designed to rate as ob jectively as possibl e bo th per 

formance and personal characteristics . It l inks with the 

Re por t Card f or the Board a~d the Re nart Card f or the Board 

Kember . These evaluations become the t ools which help t o 

probe into the dark corners o f s ome of th e ~roblems an or gani

zation may encounter. They should r econe par t of a standard 

operating procedure , used r ou tine l y . They will help t o 

strengthen delibera tions , decision- ma~ine , and determinations . 

They will r eveal str eng ths and weaknesses and clarify them for 

those v;ho s incere ly care to see them as o ppo:r- tuni ti es for 

su~sequent modification and r evision . 

They vlill l ead t o the "vitality tlcri 10:i from s us tained 

compe t.. e 11ce, " which wc:.s the prer.dse we st..arted v1i1:h at the 

beginning of this sec tion on evaluati on , and wr:ich should be 

the pr e mise of ever y board and C30 . 
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A RE ~ORT CA.Im F On THE CEIEF 2 XZCUT I VE OF?I CZ.R 

Date _____ _ 

Part I 

Perfor□ance Rati ng* 
(Based on mutua lly set ob j ectives) 

Weight** Good Fair Poor 
2) - 30 13- 21+ 0- 15 

I . An improved sys t em of 30% 
financ i al planning 

- ~0- 25 11- 19 0 - 10 
I I. fl!"ew pr ogr am develop-

ment 25% 

III . Chart of execut ive l+ - 5 2- 3 0- 1 
ap;-Jr oval authorizations 5:1 ,., 

IV . Organization pl a n for 16- 20 9 - 1 5 0- 8 
3-5 year s 20% 

4-5 2-3 0- 1 
V . Compensation plan for 

key staff 5% 

Vl . Neri facilities 15% 
12- 15 7- 11 0- 6 

TOTAL PZRFORl.:A~K: E POINTS 
100 points equa l s 100% 

~ Ba sed on sample goal setting on page ~ -
,i.,i. These weights a r e purely arbitra r y and merely used as an 

exar.i pl e . 

Continued on next page 

Tot a l 



Part II 

Personal Character is tics~ ir,.. 

.'/eight Good Fair 

8 - 10 l~- 7 
I . Development of success -

ors (Is he seriously 10% 
tryine to deve l op h is 
s ubordin~tcs as t!-ie ir 
coach , t ench er and 
counselor . Doe s he kee i 

an eye on 
pers o!'.'!s?) 

promising you: g 

1 6 - 20 9 -15 
II . Deve lo p!:!ent of organi-

zational morale (How 20:l 
does he meet and s olve 
r>r oblems '? Can he live 
with hi s dee is ions? 
u oes he develop tens ion ~ 
and anxiety -.,,;hen things 
turn out poorly?) 

III . Development of a ge ncy 
image ( '.'lha t does he giv1 20~~ 1 6 - 20 9- 15 
back to the community? 
Does he overdo it? Doe· 
he make reasonable cont ~i -
bu tion of time a nd effm 
to the community? 

IV . Development of gr01.vth 
potential (Does he for« 
see opportuni tie s to mo· 
the age ncy forY1ar d? Is 
he capable of cliscardinJ 
the old and outdated f ol 
the ne w and innovative? 

V. Health ( Is he watchin~ 
his iJhysica l c o nd it i on'? 
Is he t ry ing t o handl e 
every t hing hirns-8lf to 
the point of physical e, 
h.:iustion? Is alcohol a 
pr oblem? 

"'**Ada pted from JusL11es s 'v"/eek , 
June b , 1974 . 

t 

J ()~ 
25- 30 13- 24 

-
e 

1 6 - 20 9- 15 
20;~ -

-

• 

!\L P~~s "f AL p \ 
,., 

TOT. . 0. OIJT.:, 
110 points equals 180% 
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Poor Tota] 

0 - J 

0- 8 

0- 8 

0 - 12 

0- 8 
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SCO:U'.'{G CHA.aT 

Dir ections : Score Part I, P0.ri or mancc nating , and Part II, 
Person al Cha r act eristics separately . Gr ade eac:-, i:nrt a gai nst 
the scale shm'l!l belm·1 . 100 points is highe st scor e . 

Gr ade r;:inir.mm ', . :,.axim 

GOOD 78 100 

FAIR 44 77 

POOR 0 43 

v or ot hy :Salf nnz - Teas 



SU.MMARY OF THESIS 

The hypothesis of this the s is has been that without pr oper

ly trained and pr operly informed boar d members , the voluntary , 

not-for-pr ofit or ganization stands in jeopar dy . As the legally 

r ecognized governin~ body , res pons ible for money , progr am, and 

personnel, the board carr ies the responsibility, in theory if 

n ot in fact , for t he future of the organization . 

In the aggregate , the board members of the voluntary , not

for - profit organizations of this c ountry , h old the key t o the 

maintenance of this sector in our society today . Abbr ogation of 

t heir responsibilities , indeed , of their power, must surely lead 

- to a more socialistic s tate and the dimi~ution of voluntarism . 

~.:ans er and Cass, in Voluntarisc, at the Cr ossroads , ( New Yor k : 

Family Service ~ssociation of Americ a , 1976 , p . 47) express the 

concern as f ollows : 

Voluntarism , the activities of voluntary organiza
tions ac r oss the length and breadth of the land , 
occupying the time , the talents and the dedication 
of , at the very least , a quarter of our total adult 
population, and supported by more than 25 billion 
dollars a year for ever y type of civic, c till ritable , 
educational , and cultural endeavor- - this indeed is 
a significant phenomenon in American life today . 
Can we affor d to simply step aside in the face of 
forces which would change its c~aracter, weaken its 
impact on our social and cultural instit utions , and 
noticeably impede the f orward thrust of this move
ment which is both part and parcel of our de~ocr atic 
pr ocess and reflection of the finest aspir ations of 
the human spirit? 

"The finest aspirations o.f the human spirit, 11 however , are 

not sufficient credentials for board members hip . The selection 
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of the board member need not be randomly f r om the merely avail

able . With thoughtful preparation , using tested procedur es , 

identif ication of sui table candidates will b r ing specific att r i 

butes which in the entire ty will provide a knowledge base for 

decisi on- making . 

Assimilating these meticulously chosen i ndividuals into the 

pr ocesses of boardmanship , also requires a specifically designed 

plan . Essential to the pr ocess , however, is rec ognition that 

as expe r ienc e broadens the board member's perception of his r ole 

and his organization , his need for supplemen tal information and 

knowledge increases . The learni~g pr ocess f or a board member 

is never static . It is, in fact, one of the mor e invigor ating 

aspec ts of being a boar d member . 

Aside fr om t he careful nurturing of the board member, it i s 

hoped few, if any, of them suff er the trauma of being sued . The 

safest r ecourse is t o be expertly apprised of one ' s legal respon

sibjlities and liabilities. In fact, if this i s not one of the 

major concer ns of pr esent and future board members, it certaihly 

s houl d be . Unfor tunately, there is very l i t tle in the liter ature 

with which t o wor k . It is hoped , ther efore , tbzt t he counsel 

for every voluntary , not- f or - pr ofit organization will assume the 

res ponsibility for confirming the boar d member's legal ro le . 

Unlike the legal role of the board member, ethical res pon

sibility and accountability have traditionally been only nebulous , 

s ome times artificial, qualities which , like motherhood and apple 

pie , are thought to be fine but difficult t o s tate in a bsolut es . 

The manifestation of the boar d's e thics , or c onscience , is internal 
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t o the board •s deliberations . On the othe r hand, accotu1tability 

is manifested ex t er nally to the orga~ization's constituents . 

Ethics and accountabili ty merge and become the r e putation and 

demeanor of the board and i ts or gani zation . 

Although conscience cannot be measured , there are other 

attributes which can . The board member's r outine evaluat i on, 

as a pr ocess of his self- development and gr owth, links with a ll 

his colleague board members ' e valuati ons to pr ovide a composi te 

of the effectiveness of the board as a whole . At tbe r i s k of 

banality , a boar d is only as good as its members . Board member 

evaluation introduces a sensitive area. It is easie r to evalu

ate a gr ou p than a person . However, just as other members of 

the or ganization must be eval uated (the chief executive officer , 

9 staff, clients , v olunteers) the board member should not be ex

empt . Handled with d iscretion and delicacy , eval uation should 

be a n ac ceptable and c ontinuing pr ocess for all within the organi

zation . 

Evalua tion of the chie f executive officer is , .in effec t, an 

evaluation of the boar d ' s management acumen. Responsible for 

t he hiring and firing of the c hief executive officer, the board 

mus t justify, t hrough periodic evaluation , its r eas ons f or main

taining t he person i n whom they have placed their t r ust f or the 

administration of t~e organization . 

Evaluat ions , individually or collectively, may r eveal effec

tiveness . But the measurement of effectivenes s is found in the 

board's capability to change or to effect change . Ni ne r eadiness 

factors dealt with in the ex per iment cited in Chapter VI could 
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be condensed for future study. Ther e are f our which eme r ge as 

central t o readine s s t o change . They a r e : (l) cohesiveness ; 

(2) loco~otion , goal appr aisal and goal s etting; (3 ) communica

tion : conflict , tensions , infor mation ::>recessing ; ·a nd (4) do

mains : ·awareness of envir onment . 

Further study should also be undertaken on t he r elations hips 

between t he c hief executive officer and the board . The literature 

recognizes the importance of the r elationship, but appears to 

deal with either the t ensions which may exist in the rel.a tionship, 

or lists of "do ' s a nd don ' ts'' which are presumed to c r eate a good 

r elatio:-i.s!1.ip . The c onc ept o.f partnership between the c hief execu

tive officer and the boa r d needs fur ther development . 

Basic, however, to present a s well as futur e stud i es i s the 

acceptance of the fact that boar d development and training is an 

ongoing progr am , not an extraneous activity under taken when t he re 

i s enough time or money . If ther e were any s t andard s of pe r for

manc e in the vo luntar y , not - for - pr ofit " industry, 11 certai nly 

boar d development and tra i ning should be included . It revea ls a 

concer n for t apping t he human resources at their highest potent ial; 

for maintaining super ior cr ite r ia for operati ons; and for fulfi ll

ing an obli gation t o the corrurunity and other constituents to 

□ove beyond and above the sta tus q uo . 
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In any wor kshop sess ion , the trainer has some specific 

o b l igations , not t o deliver an encyclopedi c inter-uce , b~ t a 

package which will : (a) be s peci.:ically tailo.:red t o the need s 

of a particu lar or ganization ; (b) fit t he available time ::,f 

the organiza-ci on ' s boa rd and staff ; and ( c) be f1!r • . T:ie vm r k

s h op d e signs in this chapter are offer ed with tr.a se c ons ide r a 

ti ons in r.linc. . Zach wor ks.::iop has been ta~en fr om an ac'tual ex 

perience , ar.d the dia_r y •:1h ich exolains the rr i s r evelator y o:: a 

- t r ainer' s experience . The inclusion of these wor kshops in 

t his s e c ti on is bnsed on the fact tb.a t tLey c on t ain oos t of the 

topics of earlier chapt ers in this maDual . They are 

in various increr:e".1.ts of t i:ne : one - hour , o~e - ha l.: day , and 

one day . .Ii t h s ome adj ustr.,ent , they can ae c ombined into one 

l onger ·::or ~s:1op , orovided the y suit the need s of the s po!1soring 

a gency . 

~orkshop desi~n d r a ws from t he social sciences and fro□ 

educ~tion in order t o be e ffective . ?or instance , a boa r d train

ing v10r~,csho p must incor porate pr i nciples r e l ated t o adult capa 

cities i::o l earn , sta :us a!;.d r ale o.:~ the adu 1 t '.)artici pant , value 

orientati on of t l-:e adt:.lt , ,,.,r ouc proces~es , str ate<;ies ~or C!:ange , 

instructi onal t 0 c 1 !"li-:ues for adult gr •'Jups , a!'.!~ ins tructional 

- equi pment :ind rn.:i teri a ls . 
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The Lear n in~ envir onment 

'lat innal Tr ainj n~ La bora tor ies has is sued a set of ob-

j ec ti v es fo r nr ga!!iza t i onal a evelopme:-it i:Jhich Car 1 ~ogers1 

idetnifies as being important t 0 orga:-iizational .health. They 

are ada pta;. le to the kind of g r Ot;p dynar.iic effective in creat

ing a climate for learning i~ a board t r aining urogram . They 

are (as adapted) : 

1 . To creat e a~ open, o~obleTt- solving clima t e 

2 . To supplement the authority as s J ciated with 
role or status with the authority of knowledtie 
and c ompetence 

3 . To bui l d trust a~ong individuals and groups 

4. To locate decision- making a~a pr oblem- solving 
r e s pons ihilities as close to the inforrr.at i on 
sources as pos s i::ile 

5. To mnke competi t ion more releva~t to work goals 
and to maximize colla t or ative effor ts 

6. To deve lop o r eward sys t em which r ecog~izes 
the a chieverr.e nt of the agency 's mi s sion and 
the growt ~ of pe ople 

7 . To increase the sense ::,f '' ownership" o:' organ
ization objectiv es 

8. To help board membe r s to □anage ac cording to 
r elevant objec tives r ather t:.an according t o 
"pas t pr ac tices 11 or ac cording to objectives 
v1hich do not make sense for one ' s area of 
resµo:1s i bili t y 

9 . To increase self - co nt r ol and :elf- 1ir ection for 
people vii thin the or ganization 



Content 

In te::ms of bas ic a:id advanced training orograms, the 

categorie s shown oelow e ncompass certa!n topics, keeping in 

r:1:i nd t hat there s::ould b e enough flexibility to transfer a 

subject from one leve l t o another , accord;nb to the needs of 

the trainee gr ouo . 

Basic Boa r d Tr ainin~ 

I . Legal Responsibilities . Ar tic l es or Incorpora
tion a.n'1 bylav,s 

. Policies : p0r sonnel , 
fiscal , progra□ 

. Co~tr&cts : other agen
cies , ~nions , e~?loyees 

• Tax exemptions 

. Insura:i.ce 

. E:mding 

• Audi ts 

. ~e~orts : of~icers , 
leg a 1 c '.:>U!lSel 

. Affiliutions : local, 
state , nr1tional 

. Acquisjtion of r e 
s ources 
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II . Llor al and S thlcal 
Responsibilities 

.. . . . 

III .Decision- making 

IV . Accountability 

V. Board Organization and 
Qp,:? r a tion 
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. Orien tation of board to agency 

. Nominations to boa r d 

. ~ducati on or reorientation 

.Loyalty 

. aelationships with staff 

. Defining objectlves 

. Sett i ng pr iorities 

. I rlen tifyin~ prob]ems 

. !✓.a '.< ine gr oup dee is ions 

. Using committees 

. Eval ill!. tions : of boa r d , of 
board mEnnber , relevance of 
agency 

. For f unds , program , physical 
f ac il i ties 

. Financial planning 

. Socia l value s: eQual r ights , 
af f i r ma ti ve action , social 
j ustice , civil liberties , 
environmental protection , 
a rchitectural ba r r ie r s, etc . 

. Records 

• !!oa r d l,ian ua ls 

. Tenure - 1otation 

. Mectines : mi nut. es , agendas , 
quor wns , parliamentary procedure 

. :nee ti ons 

• By 1 a ·11 s r ev i e w 

• A.nnu.1 l rep or ts 
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Advanced Boar d Training 

I . Legal Respons ibi l i t i e s 

I I . Llor al nnd Zthi c al 
Re spons ibili t ie s 

I I I .Decision- maki ng 

IV . r\ c countab i lity 

. Conf l ic t of i n t eres t 

. Pr udent judgment 

. Chje f ..:xecut ive Of fie er : 
hj r ing , fi r ing , perfor manc e 
e valua t ion 

. Kain tena nc e of leader sh i p : 
boa r d c:1 nd sta ff 

. Lobbying - ~dv ocacy 

. Gr ants and Pr o posals 

. AICPh ac countine pr a c tic es 

• i)r cp:-i rn. t i on for leaders hip 

. Charac ter istics of boar d 
meP.;bAr: physical , fi:1ancial , 
mn tiv~ti onal , a vatlability 1 
s 'dlls , pype r ience , attltuctes 

• Identifyi ng community resources 

. Identif ying duplic1tions of 
scrv le c 

. Comrnun1 ty r elati ons : public 
r e 1n Lions , publici ty 

. Pr oblem solving 

.Cor.flic t and Confr ontation 

. J iscus s i on tec hn i que s 

• Idcntifyin~ po·::er sources 

. Change mechanisms 

• f,cce s s i b i li t y 

.Hes;·ons iveness 

. Ale rtness to c1ecJ ine of 
or5 ,njza t ion 



V. Boa rd Or g~n jza t ion nnd OµcruLl on 
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. Doc umentation of 
im1.:ir o vP.rr.en t o f 
management process 
of board 

Al t hough the above sequence of lea rnin g experienc e fo cuses 

on t he policy- ma~ing board, very little adaptation 

wo u ld be necesr.ary for a trn i ninr, pr ()r, r nm f f') r other types 

o f boa r ds. 



Participants : 

IN?urtl,lATTON FOR rr.A~:PTN~ A. BOARD 
'J'RAIN ING INSTITUI'E 
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A "team " registration is preferred . That is , a board member 
with his opposite staff member , such as a boa r d pr esident and 
the chief executiv e office r of the agency . All participant s 
must agr ee to be presen t f o r the entir e institute . 

Len g th of Ins titute : 

The 
1 . 
2 . 

f ollo;,;- ing time arrangeme nts are offered : 
Two days (16 h ours ) . 
One and one - ha l f days . 
Example : a . 8 : 00 a .m . t o 6 : 00 p . m. - 1st day 

3 to 4 addi ti onal hour s - 2nd day 

b . 2 : 00 p . m. to 6 :00 p . m. and 7 : 30 p . m. 
t o 9 : JO p . m. - 1st day 
7 : 3 0 a . m. to 2 : 00 p . m. - 2nd day 

c . Othe r hours may be a rranged ; but , an all- day 
and evening meeting is not r eco~nended . 

Resoo!1sibi litie s of Reauesting agency : 

1. Develo pr:i~nt , r epr oduction , and mailin~ of all 
pr ~motional ma t e rials , invitations , or announce 
ments . 

2 . Advance mailing of study mate r ial . Depending upon 
cour se c ontent , pa rticipants ~ay be r equir ed t o 
r eview pertinent material i n advance of session . 

3 . Logistics : Arranging for conference room(s) a nd 
their set- u p ; equipment ; meals and co ffee breaks . 
An equipment check- l i s t wi 11 b e s uppl i ed by the 
boar d trainer in advance . 

4 . Re production of ma terials t o be us ed by pa r ticipants . 
?fa te r ials vJill be de 11eloped by boa r d trainer based 
on planning corr;mittee's decisions and used a s 
ins true ti o~al ma t e ~ia ls • 

5. Ass ignment of pa rticipants to wor k gr ou ps, if 
ne c e ssa r y . Tr ainer will notify in advance . 

6 . Costs : a . Tr ai ne r' s fee $_ p.;: r day and expenses 
b . neproduction o.f t r aining materials 
c . Confer ence r oo!!ls , equ i pment , etc . 



164 

Minimum and Maximum r equir ements for nu.'Tlber of registrations 

Limits will be determined follo·,•dng consultation with the 
agency ' s planning committee . Generally, no less than ten 
nor no more than 300 is satisfactory . 

In the case of the upper limit s, it wi 11 be necessary to 
have di scussion group leader s , or wor k ;;roup leaders , or 
group f ac ilitators in the ratio of 1 to 10 r egistr ants . 
The t r aine r will advise in their selection . This may be 
a cos t item in ter ms of t r aveling expenses and/or fees . 

Planning Committee 

The t r aine r will ha v e at least one meeting with a planning 
committee selected by the agenc y . The purpose of this 
co~mittee is to help the trainer deter~ine s~€c ial inter ests 
or special problems of the agency in order tr_at the 
institute wi ll be str uctured in terTis of content and 
me-chodology to meet the needs and expectations of tte agency. 



TWO-HOUR WORKSHOP 

ON 

LEA.DER;:,I-iIP 

This two- hour wor kshop was one of f our held during the 

a nnual meet ing of the Iowa !iospital Associati on . Seventy- fi ve 

persons attended my workshop , other r egistr ants attended one 

of three other wor kshoos whi ch r a~ c oncurrent ly . 

Pr e - Planning 

Because of t he limited ti me , a two- hour workshop , in my 

opinion , req1.1ires more careful 1,;lanning t han a l engttier work

s hop . Sett ing a tem po which seems r elaxed, while at the s ame 

time movine toward an objective wh lch must b e r eached qu ickly , 

r e quires the trai ne r to exerci se mo re contr ol of the gr oup 

processes , and t o have a more thorou?h knowledge of the sub

ject . Accor ding to Training Voluntei=r Leaders, " In planning 

training , the trainer t akes into account s uch variables as 

time available for t r aini ng and realistic assessment of what can 

, . "l be acrueved . Consequently , when the sponsor gr oup suggested 

that t he workshop cover "Lead er ship " I fel t we had t o be more 

specific in ter.ns of what tl:e ir needs were i n or der to accom

modate the time l imit . 

Concurring with Gwen ~int e r berger , au thor of The Workshop 

Planner , that "all t opics must support t he main workshop 

goals and ob j ec t i ves , '12 I as ked that reg is tr ants i d entify t hose 

165 



166 

subjects wi t hin 11 Leadership" which would give me a focus on 

spec ific t opics . Cautious about overloading a short work

shop , I asked t hem to prioritize t he sub j ects with the under

s t anding tha t I would attempt t o cover at least three of them . 

The f our t opic s wer e : 

1 . Pr oblems of leadership 

2 . Pr oblem solvi ng t e chniques 

3 . Infor mation gaps r e l ative t o the hospital 

4 . "Rotation" o f board members 

Anothe r fa c tor which is il:'lportant to t he workshop leader 

i s t he n~mber of persons expected t o attend tte ·no r kshop , as 

thi s i nfluences t ~e ~ethodology . Number s of persons, coupled 

with the t ime element , is t he log i s t ical base upon which wo r k 

s~op design is da veloped , and is im portant in the pr e - planning 

phas e . "The pl anner I s ad vance informati on enhances effective

ne ss of the wor kshop and pl ays an important part in goal accom-

plishment . 113 A suc c essful workshop design is b ased on provid -

ing opportuniti es for pa rtic i pation by all registrants , hence 

t he need f or knowing in advance a:i estimate of attendance . 

11 Pa rtic i pation" is a wor d u sed i n t he l i tera tur e in a var

iety of disciplines . For example , Simon , rilcGr egor , Koontz a'1d 

O' Donnell us e i t i n management ; Roger s in t ne rapy ; Blake and 

J.~outon , Benne, Schein and 5 e n:1is in change; a~d Tiba and rel 

chior in education . There also is ample support of the 

t~eor y that active participation is usually generated in 

small groups . 

"Small" has been establi.shed at seven to ten by '!/eldon 
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Shofstall ,
4 

four t o six by t he YMCA , 5 and an outs ide limit of 
6 

twelve by J ay . In any event , as a t echnique of participation, 

t he small g r ou p process is essential , but not with out logist ic 

al .flaws in a wor kshop of s r:ort duration, because moving persons 

into and out of gr oups eats up the minutes . Und er t~ese circum

stances, I pr efer t o use what I cal 1 t !'!e "Cascade Pattern ." The 

pr ocess is t o or ganize ea r ly in the workshop gr oups of t welve-or

so persons , and use the gr oups as the base c luster from whic h 

s ub - gr oups of three , four, or six can be "cascaded II without time 

c onsuming movement. As signments to small gr oups in a wo rkshop 

may be va r i ou s : achieve a cons ensus, set prior i t ies , identify 

pr oblems , design a model , practice an ac t ivity, make lists , pr o

vide answers, and so on . For this reason , a bas e c lus t er pr o

vides a capability to hand le gr oup assignments in a number of 

configurations for a number o f purposes . 

Optimistically, in s pite o.f the time pr oblem, one would 

hope that the small g r oup in the wor kshop would be able ulti

mately to man if est its in.h.erent importa nce . 3 enne i dentifies 

it in this manner : 

Lar ger s ocial systems ordinarily depend on 
small groups in formt1 l at ing and maturing the ir 
policies and pr ogr ams , whethe r the small group 
i s a commi ttee , cabinet, or boar d . Thus , 
c hange in the c ompos ition and functioning of 
such a strategic small gr oup may produce 
change also in the wider s ocial system which 
is dependent up~n that group for guidance 
and dir ecti on . 

Rov1ever , the oppor tunities to illuminate the principles of 

cha nge are ver y remot e in this partic ular works hop . 
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'.Vor kshop Pr ocess and Design ( See page 173 . ) 

Having identified the sponsor ' s s~gGested content, and be

ing awar e of the l ogistic al pr oblems , the workshop designer is 

able to move into process: the rrethod by which the content 

will flow t hrough the wor kshop t ime per iod , resulting in a good 

lear n ing ex perience fo r the r egistr ants and the trainer . 

Ther e will be no time, in this instance , for what Schein 

and Bennis cal l "d isconfi rming ini'or mati on , 118 or what Lewin 

calls "unfr eezing . 119 The s hor t wor ks hop , especially this one 

v1i t h its explicit multipl e purposes , can only involve the cog 

nitive element of learning . 

It is assumed there are few , if any , workshop planners \7ho 

believe that a par ade o f s peakers i s a "'Nor ks hop . 11 The YW.CA 

t raining manual s ays , 11 Peo ple learn more efficiently through 

having experie nc e s than by s uch me ans as r eading , listening t o 

l ectures, or watching movies . 1110 Sheats says, 1".llie use of dis 

cussion procedures is the tre~d - - away fro m. lectures--lectures 
11 

are useful only for 'in:'orming . 1 11 It is for these reasons , 

as well as t hose previously stated re la tive t o the small group 

adva~tages, t hat I stru ctured this workshop around gr oup pr o

cess . 

Referring to the ob j ectives listed on page 166 , it is evi

dent that t he first two are probl e m centered . In the workshop 

structur e I me r ged ob jective ,¥1, "The ? r oblems of Lead ership , '' 

with ob jective /12 , "Pr oblem So l ving ," using the gr oup ' s exp ress

ed leadership prob l ems t o lend r eality to the exercise . Again, 

the constr aints of time l imit t he pr oblem - solving process t o 
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what Samuel Culbert call s conver gent problem- solving : "a ccept

ing a pr oblem mor2 or less as it ~as been stated and systematic 

ally directing our thoughts and actions towards s olving it . 1112 

Using sma l l gr oup discussion techniq_ues , each grou p was 

asked to identify three major problems of leadership . Pr oblems 

were listed on a newsprint tablet and duplications were eliminat 

ed . Then each r egistrant was giv en a handout, titled 11Steps 

in Pr oblem Solving, 1113 (see pag e 174 to study . As workshop 

facilitator, I designated one pe rson fro~ each c luster to form 

as a demonstr ation g r oup to be obser ved by all participants 

while t hey used the "Steps " to resolve one of the newsprint-li s t 

ed problems . Following the demonstration and a group discussion 

about the pr ocess, eac h c luster gr oup was assigned one of the 

listed problems a~d pr oceeded t o r esolve it . After a brief 

s !'laring per iod , t he tot al time e lapsed was one hour and ten min

utes , slightly more than half of the scheduled wo rkshop . The 

important point here in wo r ksho p design is that wh en po s sibl e , 

workshop subjects, 1Nb.ic h have a natural affinity , s hou ld be com

bined in order to save time . 

J'ortunately , I had anticipated tbat ''rotation of board 

□embers, 11 objective #1+ , woul d e mer ge as a le ad er shi p pr obl em . 

A.nd it did! (Had I not been working i n famili a r territory , I 

would not have ta1rnn the chance . ) There remains only one 

objective , "To i d e n tify some infor mation : aps rela tive to the 

hospital." 

The gr oups wer e re- formed t o allo?,i those persons from the 

;:,a.me hospital t o sit together . ''The content of learning needs 
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to be applicable and r e l e vant to t he participanl ' s back- home 

gr oup and s ituati on ," says the n:c A' s training manual. 
14 

An 

i mportant element of this exerc i se was to devise a take-home 

pl an for i d e n t i fy ing and remedying lack of i nfor ma tion about 

each r eg i strant ' s home hos pital . Together they answered the 

questions on t he ha!1dout s h eet ( see page 175) , pooling thei r 

infor mation . Thos e questions t o which no one had an answer 

emer ged as the gaps which should be r emedied back borne . Since 

eac h hospital gr oup knew its own organizational abilities best , 

they were then set t o the tas k of planning how t o present this 

inforrr.ation , when , and by whom when t hey r e turne d to their Olin 

c om:nuni t y ( see page 176) . There was enough time fo r s ome of t he 

plans t o be r epor ted t o the total workshop gr oup . 

V/rap- u p and Questions and Answer s 

"Start on time , stay on t ime , f inish on t ime, 11 
... '.1 interberer 

admonishes and s ays fur ther , "Make t he fir st c oncession her e 

a nd you have pr omised so meth ing you can't possibly del iver even 

though pl anning has met every other standard . 11151 agree except 

t hat whether a wor kshop co nc ludes on time or n ot , it never the 

l ess is necessary to provide a question and an swer period i n 

order to satisfy those who may have a n unanswered, burning ques

tion . The question and answer period nay s i mply be a ·•token" 

of what should be a longer time, bu t the frustrated r egistr ants , 

thos e who have a question and t hose who want to leave , ha ve a t 

l east had a modicum of satisfacti on . 

T:1e wr ap- up time is also used by the ~acilitator t o r eview 

- · the processes the part icipants have experie nced in the works hop , 
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and how t hese pr oc esses can be i n t egr ated with past and future 

ex per i ence . Thi s i s wha t Cantor c a l ls t he "remaking of experi

e nce . " He c ont end s t hat l e a r ning is not a process of stor ing 

data but t ha t le ar ning i s "to r e - shape , r e - for m, r e- make one ' s 

16 experi ence . " One o.f t he f a c i lita t or's f r us trations is n ot 

knowing , under t .he se circumst ance s, just how much re- shaping , 

r e - f orming , or r e - making will occur within the r egistrant 's 

organization as a c o nseq_uence o.f the wor kshop exp~r ience . 

1.'lhether the local organiza t ion s wil l mov e or change is unknown . 

At best, the fac ilitat or can only a s pir e t o provide a tenuous 

t oe - hol d on c hange i nt e rvent ion t~r ough t he use of ~odels , 

princ ipl e s , or theor ies . 

Before hand ing out t he e va l uati on sheet s (see page 177 ) a t 

- t he end of t h e 1:1or ksbop , the part i c ipants wer e a ~ain reminded 

\·1hat the sta t ed purposes of t he wor k.sho p were . Occasionally 

s ome a rrive ·ai t h their own pur poses and expect t hem to be satis 

fied a t the e x pense of ot her i:;ar tic ipants . They wer e a s ked to 

evalua t e a gain s t t he s t ated purposes , lis t ed on the evaluation 

shee t . 

t.1y own evaluation of the wor kshop is that registr ants a r e 

exhilar ated by a r apid pac e and are able t o s ustain it for a 

t vrn- hour period . They were coo perat i ve and ri.a r dworking . In 

s pite of my misgivings about "overloa d" or 11 s~otgun11 presenta 

tion , a registrant cot:1C'1ent i ndicated tr.at t he broad overview 

was hel pf ul in terr::s of plannin~ s pecific , i'.'1 - depth subjects f or 

next year' s annual meet ing . 



Conc l usions about a Two- Hour ."/orkshop 

1 . Leader/tr ai ner/f acilitator must exercise more cont r o l 

over gr oup process than in lon;er workshop . 

2. Leader /trainer/fac ilita tor must ha ve thorough know

l edge of subjec t , if it is a "subject'' works:10p. 

3 . Es t imated ~umber of regis trants i s needed in advance 

f or log i stical planning a~d ~ethodology. 
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4 . The "cascade patter n II is effective i n exped it ine forma 

tion o~ discus sion groups , buzz gr ~u ps , dyads , t r iads , 

etc . 
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PRO BLEiv:-SOLVING * 

OBTECTIVE: To look at ways to work. with others in forr!ing a prc::ilem solving unit. 

CONTENT: The small group may be looked at from one point o f view as a task- ac
complishing, problem-solving mechanism . Each of the activities of the group mem
bers may be a nalyzed or interpreted in terms of the contribution of the activity to-var d 
the solution cf the probl em (s) confronting the group . 

For purposes o f anc:1lysi s the problem- solving process may be broken into five steps 
or sta ges: 

1 . Defininq the oroblem . Defining t he problem s o that it may be effectively 
worked o n; internalizing the various aspects of t he problem through dis 
cussion . 

2. Produc i ng ideas . Creating various a l ternative solu tions to the problem; 
gett ing ideas. 

3 . Testinq the ideas . Examining the idea s o r alternatives; collecting 
data a nd interpre ting their re l evance to the ideas; examining fee lings 
and/or perceptions when re levant; reality testing . 

4 . Choosing among ideas. Reaching a decis ion on alte rna tive solutions 
to t he problem as defined; choosing . 

5 . Planninq for action . Examining implications of choi ce for a ction-tak
ing; making detailed plan s for actic;m; re ality testing and replanning, 
which may i nvo lve returning t o earlie r stages . 

HELPFUL METHODS FOR VARIOUS STCPS: 1f methods a re appropriate to the needs 
during a pa rticulur step in the problem solving t hey w ill be hel pful . Some methods 
are suited only to certain stages of problem-sol ving . 

1 . Problem definition: problem census ; buzz grouping; general discus s ion . 

2 . Getting ideas: brainstorming; buzz grouping; s~,lent peri ods; individual 
work. 

3 . Testing ideas: case method; general discussion; gathering data . 

4 . Decidinq: exploration of f eelings ; s egme ntation of problem . 

5 . Planning action : subgroupi ng; rea li ty testing . 

- (ov~r ) 

* Presented at In sti tute o n Hospital Public Re lations , Chicago , May 18- 20, 196'1, · 
by John H. Bigger, Director , Division of Education, Amer ican Hospital Associatio P.. 



In a problem- solving meeting, the behav !or of group me mbe rs (including he ch-=-.ir
man or l eader) cun be evuluc1ted by \·:11e..Lhcr or not H helps the group t o go Lhro,:Jh 
t he necessary s teps in the proble m- so l ving proce s s . Fiv8 general types of be
havior .:1 re required : 

1. Dire ct contributio ns t o t he phase of the proble m-so lving process on which 
t he group is e nga ged . 

2 . Inviting others to contribute t o the problem- solving process . 

. 
3. Direct contributions to the improvement of group processes . 

4. Inviting others to contribute to improvement of group processes . · ,. 

5 . Relieving tensions generate d by the grou p aclivity . 

In addition to the :;e special type s of contrib utions, the re is need a ll through the -
process for freque n t summarization of what has been accomplished, "where we 
a re now" and c onscious group attention to "what needs to be done next." 
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1 . Some hos pitals have CTore than the one role i n pati ent care . 
Name then:. 

2 . A s inEle or ganization chart for a small volunta ry hos pital 
is shown below . Beginnin1 at the top with the :1ighest 
autb.or i ty , fill in the various levels . 

3 • 

4 . 

5. 

6 . 

7 . 

" o . 

9 . 

10 . 

I 

DD □□ 
Where did (wil l) the money c ome from f or the hospital ' s 
most r ecent (new) construction? 

~hat percent of its income did the hospi tal recei ve from 
stand a~/or f ederal gover nment f or patient care last year? 

~hat percent of its income did t he hospital r eceive f r om 
healt h insurance plans for patient car e l ast year? 

What does JCAH stand for and how a oes it affect your hospital? 

How many employees are there in your hos pital? 

Row many volunteers are there in your hospital? 

1:/ha t per cent of the hospital bt!d get is f or wages? 

·:1he r e does the hospital ge t money t o pay its employees ' 
wages? to buy eq_uipment? 

11. ·:/hat is t he mos t r ecent slate or federal legislation to 
affect your hospital? 

Dor othy :3alfanz- Teas 
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BACK liO:,?~ PLAN 

1. Wha t method? 

2 . 1.'/ho woul d plan it? 

3 . Who woul d do it? 

4 . When would it be done? 

5- Who would evaluate it and how? 

Dorothy F~lfanz- Teas 



WORKSHOP EVJ..LUA':'ION 
IOWA. HOSPITA;:, ASSOCIATION 

Apr 11 27 , 1977 
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Wor ~shop Purposes: 

To identify some of the unique problems of leadership . 
To experiment wi th problem-solving techniques. 
To identify some information gaps relative to the hospital. 
To analyze ''rotation" of board members . 

A. Overall, I thought the workshop was (ci rcle one): 

POOR FAIR GOOD V3RY GOOD EXCE!LLENT 

B. In terms of meeting the wo r kshop purposes as stated abov e, 
I t riought the wor kshop was ( cir c le one ) : 

POOR FAIR GOOD VERY GOOD 3XCELLENT 

c . I would r ate the t echniques of presentation as follows: 

POOR FA1R GOOD VERY GOOD EXCELLENT 

D. I n terms of knowledge and infor mation , I thought the 
leader was: (circ le one) : 

POOR FAIR GOOD VERY GOOD ~XCELLENT 

E . This is what I would do to make this workshop better: 

F . Future wor kshops should include subjects on : 

G. I feel that I just have to say tha t 



HALF- Dt..Y , ROT AT ING ·;;oru<sHOP 

ON 

THE DYNA!:.ICS OF THE BOARD 

This r eport covers a three- day institute , s ponsored by 

the American liospital Association , for volunteers serving 

as board □embers , present a~d potential auxiliary officers, 

and committee c hairrnen- -the volunteer leadership gr ou p. Regis 

t r ation , originally limited to 100 persons was closed at 115. 

All participa nts were resid ents of the Hilton Inn , Atlan

ta , for the dur ation of the institute , which created ,;;hat 

Schein and Bennis describe as a laboratory setting :
1 

1 . The laboratory is tem porary . 

2 . The laboratory is informal and egalitarian. 

3. The labor atory is sel1- contained , a cultural islan:i . 

4 . There is no product to be manufactured or service to 

be performed . 

5- :one of the r elationships are permanent . 

6 . Kos t basic needs- - food , l odging- - are met. 

7 . There is a cle~ut r outine of activities. There is 

no need to make c~oices . 

Although registrants v,ere not completely isou:.ted fro□ othe r 

hotel guests , they gener a lly we re remote from public a r eas . 

F or insta!1ce , t::e noon meal was communal . Alt.bough it is 

- difftc.ult to proclaim it in promot:ional r:iaterials , this kind 

178 
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of opportunity for informal d ~alogue affion5 registrants pro-

- vides an added educational va .1.ue . (Institut P/Conference/·,vor k

shop planners would be well- advised to trnep this point i n mind 

when □aking arrangements with a facility . ) 

Purpose 

The Department of Education of the American iiospital Asso

c iation defines its ins ti tut es as "ins true ti onal conferences, 

using seminar techniques of group discussion and teaching ." 

The pur pose of this insti tute was "to provide an in- depth study 

of current principl es and pr ac tices of effective volunteer 

organizati on manage~ent so that particioants can best perforra 

in their leadership r oles . " Five major program to pics were 

designated , each one assigned t o a specific faculty member . The 

first one listed was my assignment and wi 1 1 be the focus of this 

re ,'.'ort . 

1 . The Dynamics of the Boa r d - - its or ganizational develop
ment , policies and i)rocedures, and functioning 

2 . Committeeship--the organization , implementation , and 
maintenance of committees to ensure max im.um function
i ng 

3. Human ]esources Developraent--how to develop , attract, 
and r e tain member ship 

4 . Planning and goal setting-- the long - and sror t - r ange 
planning pr ocess and methods by ·:,hich to evaluate 
or ganizat ion pr ogr ams 

The above topics were handled in a seminar setting. The total 

registration ~as divided into four gr oups of approximately 

twenty- six persons, each of which would spend one- half day in 

each progr am t opic, rotating throt..gh these four topics i n two days . 
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5. The volun teer le ado:?r' s r o le as a c han 3e a1ent was 
scheduled on the l ast half- day in a general session , 
not i n a semina r s e tting . 

Content 

The content of the i nsti tute curriculum which provided t he 

base from wh ich t he major t opics developed was cooµosed of 

three eler.i.ents : 

A. Katerials and exper t1se s ~pplied by each faculty 
member, s pecifically within their assigned pr ogram 
topic 

B . I ndicator s of needed c hange wi thin t:-ie participant's 
organization as a consequence o~ identification of 
:iew manage:r.ent principles or r einforcement of old 
principles 

C. Specific objectives within eac~ pr ogram topic 

I deal Fac u lty 

The facu lty was t he classic example of everything Hild a 

Tiba
2 

r ecommends for an i deal works.hop: 

1 . It was willing to be flexible and to adapt to 
t he needs of t he par ticipants . 

2 . I t was able t o convey to partic ipants that t '.'ley , the 
f aculty , vmu ld s e r ve as intermediaries, trans la t ors , 
or f a c ilitat or s a nd would act as a partne r in l ea r n 
ing . 

3 . It develo ped a!l atmosphere for its 07Jl1 £;rowth and 
learning by daily faculty meetings wh tch were con
cerned wi t h cor relatin6 and coor dinating experience 
a~d information which wo uld provide c ontinuous en
richment to t he institute as wAll as to themselves . 

4 . They acted as a team, were willing t o share wt th 
each othe r, and t o ex pe r iment with t heir own con
ce pts, tec:--.niques, a nd materials . 

These attributes were not s pontane')usly ge!'lerated by this 

facu l ty . A.ll □embers had wor ked together in 1-1Tevious institu

tes a!ld were co:nfortable wlth one another . Sc hein and Bennis 
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s ay that a staff (faculty) v1.hic.h e xh" bits little tension among 

t hemselves r educes t he threat t o learnin .J Th11 relaxed , open , 

and tens ion- f r ee learninb e:1vir o:unent of t h is in3titut e \'1as 

pr oof of their t heor y . 

Registr ants ' ~oti vations 

The r egistr ants were a homogeneous ~r oup from hospitals 

acr oss the count r y . Alr eady r ecognized as leaders , t hey had 

demonstr ated what Argyr is ca l ls " interpersona l competence . 114 

Generally necessi tat ir.g a pers ona 1 inves t:n<:?n t o~ money and ti:ne , 

the institute a t t r acted highly- motivated r egistr ants . Typically , 

t hey illustr ated a!1 educational need defined by ~alcolm Knowles 

as ''s ome t hing a person ought t o learn for hi s own gocrl , f or the 

good of an or ganization , or fo r t he good of s ociety . It is 

the gap betv,een his present level of cor.ipetencies and a hi r; her 

level req~ i r ed for effective perforoance as defi ned by himself 

or othe!'s . 
11 5 

Knowles ' statec ont is re~nforced by Schein and 

Ee:1n.is ,1ho say the same thing zior e explicitly . ':'hey say the 

notivations of r e~istr a n ts in a labora t ory settlng a re : ( 1 ) 

personal motivation to l ear n ; (2) problem solving for t rE organi 

zation; ( 3 ) curiosity--a chance to e va lua te experience for some

one else ; and , (4) need for appr aisal or counselin~. 6 

·:,orks hop The or y 

3ach faculty member was allowed the f r eedom t o use pe r son

ally preferred trai~ing tech~iques for n wo r kshop setting . 

Gr ant Caleo , of t he hmerican ~Ospital Associa t i on , in an unpub

lished speech title d , " ? lanning for ~d1.c 1tion ," (::::hicago , June 7, 

1969 ) d e:ined the characteri sties of a workshop as ( 1) explor ing 
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a relatively unknown or ill - defined area ; a nd ( 2) involving 

r egistr ants in c ontri buting what t hey lm ow by part l cipa ting 

i n d isc us sion or sharing problems . Melchior s a ys, "In old 

times a workshop mad e new art i cle s or r epaired o ld one s • 117 

In i nvolving participants in their own l earning ex pe r i 

ence , t he structure of t he works hop allm;ed f o r discussing 

and s haring . For s ome reg i str ants, the r esults o f the wor k

sh o p possibly would provide t he m with a co::npletel y new board 

structure; and for othe rs, i t woul d patch up existing 

boards ( ''new articles or r epair ing ol d ones . ") 

The per formance ob jectives were : 

1. Participants will analyze the or ganiz a t ion o f 
their board and measure it agains t modern , 
accepted the ories of boa r d organizatio~ . 

2 . Part icipants will analyze the ope r ati on of thei r 
board and measure it agains t modern , ac cepted 
theories of mana ge,'!lent. 

3 . Part icipants will e xamine the r ole s a nd res ponsi 
bilities o f b oa rd members , and me asure pe rformance 
of current board members against worksho p- developed 
standards. 

I agr ee with Monroe and Quinn8 tha t instr uctional objec

tives sh oul d includ e not only perfor manc e objectives but be

havior al , program and curricular ones . Such categories of 

objectives are _feas ible when applied t o a long-term educational 

setting , but I doubt t he f easibilit y in a thr ee- day insti tute . 

I would lii!:e to have had an objective which stated someth i ng 

t o the effect, "Al l participants will r eturn to t heir own hos

pital and wi t h i n six months wi l l have al t e r ed its boa rd to 

meet the criteria d i scussed i n the wo r ks hop . " This objec tive 
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would have at least f ulfil l ed },;on.roe ' s and Quinn I s sequential 

pattern for writing ob jectives : observable outcome , le vel of 

achievement , and cond itions of evaluation . 9 

Wor kshop Outline (See pp . l 89- l96 .) 

Having thus stated my objecti ves , I move on t o the struc-
10 

ture of my workshop . Klevins r efers to Houle I s model. As 

a f or me r stud ent of Cyril 0 . Houle , I am able to ad jus t easily 

t o his outline and have used it as a check l ist. The r elevant 

items of his outline whic h I simplify and ada pt to my design 

are : 

1. Refine a statement of objectives . 

2 . Uesign a suitable pr ogr am (format , methods , materials) . 

3 . Decide how pr ogram is to be measured . 

4 . Carry out l ear ning a cti vities . 

5. Evaluate objectives . 

6 . A ppr a is e. 

(Such items as financing and public relations were not in my 

domain for pr oducing this wo r kshop . ) I pr efer Houle I s outline 

to other s inasmuch as he adds "Appraisal." Appraisal is "a 

diagnostic sensitivity t o tbe effects of its own actions upon 

others. 11 11 

The format , met hods and materials f or this series of wor~-

s hops cannot be static for each of the half-day sessions . 

After the fiTst half- day , registr ants have been ex posed to 

one other wo rkshop within the institute . For instance , Gr oup I 

come s to me f or the first half -day to study volunteer boards 

with no previous ex per ience out of t h is i ns t i tut e . Sow ever, 
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on the second half - day , Group II come s to volunteer boa r ds 

having had a previous half- day with "Human Res ources Develop

ment . " Gr oup I II , on the third half- day bring s to volunteer 

boards previous workshop exper ience in "Human Res ources De 

velopmen t" and 'C ommi tteeship ," and s o on . (See schema on 

page 185" . ) 

Consequently , each of my four worksho ps although dealing 

with volunteer boards must adjust to the additio~al , sometimes 

supplemental , i nfor ma tion t he r egistrants ha ve recently re

ceived . Whe r eas I could s pend some t ime with Group I or 

Gr oup II on c ommit t ees as an operational arm of th€ board, it 

was not necessary to do s o \'Ii th Groups III or IV . Simil arly, 

with Gr oups I , II, and III, it was necessary to allow time 

to di scus s and define, i n general t e rms, what lorn~- range plan

ning is a nd what kim s of goals wer e r elevant for boa rds to 

develo p. Group IV, having had the sess i on in''Plan.:1ing and 

Goal Setting ," needed no elucidation . Had e ach faculty mem

ber J:,__ad t o repeat the same material four times in a forty

eight hour period, it would have been s tultifying . 0~ t he con

tray , it was s timulating to be able t o obser ve h ow the e scal

atin ~ knowledge of t he r e gistrants affected their participa

tion as ttey wor ked their way through the i ns ti tu te pr ocess . 

Four out l ines of my workshop are on pages l89-196 i n the 

sequence in which it was presented . I t will be noted that 

eacb workshop co ve red three gene r al topics : t he f uncti ons 

of the board, struc tL1ring t he b oard , and who sits on the board . 

For the r easons noted above, each topic had a different 
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emphases in each workshop . Gr ou p I , for insta nc e , spen t time 

on i d e ntification of " policy" (versu s pr ocedures), and ''objec 

tives ." I als o spent s o me time on def i n i ng co mmittees under 
12 

"3I~i " (rionitor, Maintain, and Mandate) . For Gr ou p II , this 

exercise was supplanted by using the "3M" exerc ise in dir ect 

application t o the res ponsibiliti e s o f the board . F or Group 

III , "3M" was dropped and " internal and external" functions 

of the board was subs t ituted . Group I V spent consider able time 

in speculative areas of boar d r esponsibilities and the dyna

mics of s ize . I t is impor t ant to me ntion tha t there was more 

physical movement planned fo r Gr o up IV as its workshop fell 

i mmediately after lunch . Experience ha s s how!l. me that adu lts 

who have n ot been accustomed to a sus tained l earning experi

ence become ver y fatigued after a day or a day-and - &- half 

stimulati on . Fatigue beco mes especially evid e n t f o llowing 

lunch . For this reason, I always plan some kind of exercise 

which moves per so ns around and keeps t h em on their f e et , more 

f or physical stimulation than mental stimula t ion . 

All mater ials used in my worksho p a re f ound at the end 

o.f this section. Not all items were used in all wo rkshops 

for the reasons ex plained ea r l ier . Additional materials wer e 

s u pplied by worksho p registrants who were ad vi sed to bring 

with thern copies of their by laws , board minut e s, and boo r d 

r oster. These materials wer e used in many of my workshop ex

e r cises t o give r e levancy to the principles b eing e xplored . 

This meth od i s w~..a t Cantor calls integrative , not additive . 

- He says significant l earning is "integrated into the past 
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and ongoing ex perience of the learner --not jus t merely adding 

unr ela ted data. 1113 

Evaluat i on 

Using much the same f orm I have developed fro□ the Tr aining 

a nd Development J ournal (January , 1972) , evaluation que stions 

c overed overall workshop evaluation , meeting workshop purposes, 

techniques of presenta ti on , leader ' s knowledge and infor□ation , 

meeting participant's needs , and a final , open- ended sta t ement 

for workshop impr ovement . A sample of t his evaluati on fo r m 

(used in a simila r insti t ute) is on page. 

K y own eva lua tion of my wor '«shops within thi s institute 

is that each was good . I e s pecially enjoyed being i n the posi 

t i on of obs erver of the c hanges i n attitude s of the partic i pants 

as they were exposed to n ew concepts . 

The change i n attitud es was expertly r evealed by a s l{iil

f ul f aculty member on the last ~alf- day in a gener al s ession 

titled , "The Volunt eer Leader ' s Role as a Chang e Agent . " This 

was a l earning experience f or me , r einforcing many of t he c on

cepts and theories we have dealt with i n my cluster at Linden

wood Four . 

A.opr aise 

To follow through to Roule ' s "appraisal : were the steps 

taken the b est ones? " In the future I would au51Jent one of 

the steps which I used in the first t·,'lo gr oups . Amon~ the 

handouts is a document titled , "f\,ttitude Survey ." This 

is a simple s ur vey which I desig ned to r eveal the atti tudes 

per s ons have ab ou t their b oard (See page ) • Had I used 
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this instrument consistently in all f our groups , I ~i ght 

have now been able t o make some comparisons between the atti

tudes of Grou p I (no previ ous i nstitute workshops) and Gr oup 

I V (at the e nd of all institute workshops ) . Would they have 

s hown more or less positive feelings ear l y i n the institu t e , 

l a ter in the ins titute , or not at all? 

In appraising my own s kills impr ovement in this wor ks hop 

session, I use a list which Thomas St aton14 c onsiders e ssen

tial in a tea cher - trainer : 

1 . Motivate : s tate objectives of trai ning pr ogram i n 
concrete , specific terms related t o t he view ~oint 
of t h ose t o be trained . 

2 . Hold attention: employ humor , on- the - j ob a ppli
cation , enthusiasm, audiovisual a i ds , gr ou p partici
pation. 

3. Pr omote mutual ac t ivity : diads , tri3ds , buzz gr ou ps . 

4 . Create a clear picture : sumn:.arize , s howing relation
ship of materials t o total outline or picture . 

5. Assure c omprehension through applicat i on . Use 
fac ts as tools t o r a s ol ve a problem . 

6 . Repeat : use visual aids, tests, surveys, questions . 
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?ror.1 the li teraturc, the f o ll:y:1i!l_; SDLP'C :-s ·ve'!'e 1sed in the wo:!"~shop 

quotations to support princ:i r les b"'i.'1 ... nn-,nei,:.te • They are 

listed in the se,1ucnce i!'! ~•1hich they appenr in the set of f our 

designs as incica~ed b:• t he capital let1.cr appe::-ing in the 

col·-1r:m ":leferences . " 

C. 

J . 

F . 

,., 
.J . 

I . 

·:oontz , i.:i rold anr1 Cy:-11 J 1:Jo•.ncll , Pr incl['l"'.5 "f :.:a.~1.~e·1~:1t : 
Ln !\nalvsis o :' ·'ana~~.!' ia 1 :7unc ti. ons : '.;'th ed . :~ . ~- . '.:c }ra·:;
::ill Boo'< Ci:>1"ra1:r, Il"'c . 1°72 . r: • 3 1.- - 3"7 . 

Eanso:-i , 
:,.e:nbcr : 

P,ml::.ne C.. . and C:lr ol·m rn . • T~•;:iach1!rc . ':'he Board 
Dncis:! on - L:iker . 3(...crn.r-e:ito , Ca1.:. "--r·:1~ : 

?ublications, 1972 . ~- 3J , 

:.:a t•:o•;;s k::. , ~--bert J , " l!a!ld3.-:e , :·1_:__n~~:in 
for Eospital '}overnance . 11 'T'rustee . 2° : 

Reeves , 2}.Lor: T and J • . icl-:~c l .Ten::;f"n, ·•-: "'.:~Pctiven·}SS :-,f 
: r:):;ra:n 3valua tion," anrl 
:-- 'lt ten , ':'h-:>mns i: . , Jr . , .:i.!1d =..e~ ::P.!' 2 . I;orey , " A:: = -i..r-:..1 
~Pf :1rtu•1ity ..:;e:isi ti vi t;-~ io!'a1;:sho1 , ·• '.:'rai '1i!':. .... a!'ld l)p•:Pl'>p:nent 
:ournrll , January , 1°72 . 

Jussr:1.am: , Patr icia . l;npa'bli shed d-:_scus s.:.on cutline . 
''Patter ns of Organization . '' 1-1.:ne".ican llos:--itcll t..s:ociation . 
7eb:-uary , 1()6? . 

'!'rec 'rnr, :: :ir 1 ".:! igh . 
~S3~ciation Pr ess . 

Citizen ".:'o:ir1s at :,'o::r k . 
1n70 . 

Jay, :"i."1to:1y . 11::0•·.1 to ]'.L.'1 a ::cetin:; ," Ea::-v·.rd 3t:s ir:ess 
3: evie·.v . r·a:-ch- A~:'il 2.07( . p . Ii . 
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Oti'FIC?.;:1S I ROLES 

Using the appr opriate documents of your organization (bylaws, 
administr ative policies and procedur es, etc . ) and the 
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curr ent list of the board , please answer the follovlinc; questi ons 
about any two positions on the board . 

1 . '!Iha t is the person's title? 

2. As briefly as possible , what is the responsibility o f 
the office as stated in any of the above documents ? 

' 

Is the stated res ponsibility clos e to the actual responsi
b i lity the person nov, in the job assumes? 

3 . To whom does this officer re port? 

4 . Eow o.ften does he/she r eport? 

5. Eow does he/she give the report? (written, verbal) 

6 . How l ong is the term of office? 

7 . How long has the present individual held this particula r 
office? 

8 . Approximately how long has the incumbent been on the 
board? (h•:ake a gue ss if you have t o) 

9 . How does he/she prepare his/her successor? 

10. What rec ords is he/she r equired to keep? 

11. Ho..,, long are tr.e records o f t~is office kept? 

12 . Where a re the r ecords of t his office kept? 

Dorothy Balfanz- Teas 



1 . What is t he purpose of the board? 

2 . Which of the f ollowing ter~s best describe the board? 

efficient 

f r iendly 

accepting of cha~~e _ _ 

inefficient 

clos ed corpora ti on ____ _ 

wasteful of talents -'-----
using its full elderly 

capabilities 
3 . Hm1 does the board res nond to crises? (check one) 

by investigating the facts 

emotionally 

slowly 

h Are competent leaders usually available? 

for elective offices 

for commit t ee c hairmen 

yes __ _ 

yes __ _ 

no _ _ _ 

no __ _ 
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5. Are there any problems in finding leadership? yes _ __ no __ _ 

6 . Are you personally sa tisfied with 

the quality of the board ' s deliberations? 

the range of the board's deliberations? 

the appropriateness of the board ' s 
deliberations? 

yes ___ no _ _ _ 

yes ___ n o __ _ 

yes ___ no __ _ 

7 . Do board and adr.iinis tra tion share pr oblems before they 
reach a crisis stage? yes ___ no __ _ 

8 . 9o you think the board re presents the total community the 
orga~ization serves? yes _ __ no _ _ _ 

9 . Do you regar d the board as a s ource f or help in determi~ing 
c om~unity attitudes? yes ___ no __ _ 

(over) 



10 . Do you consider the board 

service oriented? 

c ommunity bealth oriented? 

fund-raising oriented? 

yes ___ no. _ _ _ 

ye s ___ no __ _ 

yes ___ no __ _ 

11. Is the board involved in lon~- range planning? 
yes ___ no. __ _ 

1 2 . Does the board have a 5- year plan for 

recruitment? 

finances? 

services? 

yes ___ no __ _ 

yes ___ no __ _ 

yes _ _ _ no __ _ 

13 . Do the administrator and the board president communicat e 

r egularly 

never 

only when there 
is a pr oblem 

throug h formal rre etings 

informally 

occasionally 

14 . Does the board president encourage administration to 
suggest new ideas and ne w programs'? 

yes __ .....;no __ _ 

---

15. Does tbe administr ation encourage the board t o s ugges t 
nevi ideas a nd new pr ograms '? 

yes ___ no __ _ 

Dorothy Balfanz- Teas 
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~etermine who is rcs .onsible ro~ the follo~~n~ ac~io~s : 

l. 

2 . 

3. 

4. 

5. 

6. 

7 . 

a. 
9. 

10. 

ll, 

12. 

13. 

14. 

15. 

16 . 

17. 

18 . 

19. 

20 . 

21. 

22. 

23 . 

Provide a profile of present and pr o jected needs of the community served. 

Analyze above data. 

Define the powers of committees of the board. 

Recruit new board mem.bera, 

Ensure the existence of a plan for continuity of top management. 

Carry out plans and pol1c1ea of tbe board. Understand the degree of 

latitude in making e xcept1ona to policy. 

Knov vhen policy applies and when it does not. Deal v1th s ituations not 
covered by policy. 

Determine policy in regard to procuring finances for growth. 

Approve major personnel p<?licies and programs. 

Assure a soundly-conceived staff organization and revise it when necessary 
so that i t will always be effective. 

Submit operating budgets. 

Approve, reject, or modify budgets. 

Review and approve donations and contributions t o and by the agency. 

Determine persoo.nel procedures. Recruit personnel. Establish "1ork conditions. 

nesolve conflict among staff , 

Be res:;:>opsible f~r procedures 10 budgeting, accounti ng, purchasing . 

Identify the board 's ne~ for information and arrange for timely supply 
of this information. 

Review agency performance in tel"1Ds of policies, objectives, plans . 

Inquire into causes ot maJor performance deficiencies. 

Use physical resource• effec~ively, 

Inform the board when it 1& not fulfilling its moral and legal responsibilities. 

Suppl y evidence tor annual a ppraisal of objectives . 

Take appr opriate action to correct deviations !rem planned and desi red standards 
or performance. ' 

Doro-c Ly =alf a~ z- '!'eas 



A'':TlTC1H: P.O:P~'.!'AL AS:OCTil:'ION 
n:s~:!:T ... 'T..S JN !{.QT)t:R~~ i'.AJ:A-11:· .::~~'.: ?R 1NCI ?LZS 

~:ay 1- 5, 1')77 
Nashville , Te~nessee 

EVA.:.UAT IO r f or the DYNA:'ICC OF T!.; ~,1· R:J 

?urposes of this wor ~shDp : 

1 . To inentify ~~.e un1que functions 0f the board 
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2 . To consider board structure relative to int8r nal and external 
pr ocesses 

3 . 

A • 

3 . 

C . 

To ex plore new techniques f or eva1t..atlng board member 
per f ormance and boar d activity 

Ov e rall , I thou!7h the wor kshop o!l ~y;iamics of the 3oard 
was (c i rcle one! : 

?AIR GOOJ 

In t er ms o f r:eetine t te wor!<shop r·_.Jrposes as stated a 'Jove, 
I though LJ.e wo:-kshop ·nas (circle '1!') p) : 

POOR ?AT~ G00D "I .:~"✓ ''DOD ::{C: ~ :-B).'T 

I would r ate the t echniques of rres 0 ntation as follows : 

POOR FAL~ GOO"J 

:> . In ter ms of !<nowled ge and ; nfor mati0'1 , I tho..tght the 
leader ·.vas : 

FOOR FAIR GOOD '/~!'?Y ~:)Q) ZXCE:IZr!T 

r; In teI'ms of ..... my ne~ds in my position , the wo r kshop _, . mee ... 1.ng 
was : 

POOR ?t-. IR '.DOD V::tY GOOD :~(C3 L L:\fT 

F . This wor kshop ;;::>uld be bet ter if 



ONE- DAY WORKSHOP 

ON 

MADITAI NING DYNAMISM: BOARD , CONJHTTEES , MA'.'IIAGEMENT 

Schedule and For mat 

The schedule of this one - day workshop as I had origi nally 

des igned it varied considerably f r 0rn the actual workshop. 

Ther e a l ways is some dis cr epancy between what is planned and 

wha t actually happens , but in this wor kshop it was more dis

simil a r t han u sual. Critical incidents are part of a t r ainer's 

pr of essional experienc e , and the a bility to make quick adjust-

- ments and i mmediate r evisions i s a test of t~e trainer's ex

per tise . 

Critical incidents may be caused by uncontrollable outside 

influences , by poor planning , by the registr ants, and by the 

t r ainer . This workshop was a gr eat laboratory for all of these 

factors . 

The trainer ne ver theless has an obligation to deliver a 

good s ession regardless of the circumstances ; and to deliver 

in such a way that r egistr ants ' lear ning-readiness is not dis

tur bed or disr upted . Whether or not the trainer is able to 

overcorr.e these problems can only be measured through the evalu

a t ions of the wor ksho p by the r egistrants themselves . 

Cr itical Incidents 

The f ollo~ing cr itical i ncidents occur red : 
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1. rv:aterials which were to be handed out t o r agis trant s 

for their use in var ious exercises did not arrive . It was not 

possible to dupli cate all of the~ in the limited time avail

able ; nor was it practical from the stand point of expense . The 

f ormat of the session conseq~ently had t o be r evised t o acc om

modate fewer handout items . 

2 . The planning committee of the local host gr oup had 

arr anged the meeting at the Hanover Inn in a r oom called 11The 

Taver n Room , 11 so named because it actually -.vas used as a tavern 

at night by Dartmouth students . In traditional tavern style , 

it was dimly lit vti th small-base bulbs which c ould not be re

placed with higher wattage bulbs . This eliminated the use of 

newsprint sheets as a training technique, except for one tablet 

on one easel under a spotlight . It was not possible to use news

print notes, generated usually through gr oup discussion or lec

tur e , as reference points f or exercises or for processing data . 

J . The logistics of moving 115 persons t hr ough a buffet 

luncheon allowed for one hnur . However, the dining ro om facil

ity was not able to accommodate that demand, and the lunch hour 

extended t o one-and- a - half hour s . This circumstance was of 

course not apparent until it actually occurred s o t he r esulting 

r evision in the wor kshop schedule, the second revision, occurred 

midway through the workshop . Time and t iming a r e critical com

modi ties in wor kshops , and tr:e loss of thirty min11tes impacts 

on the total workshop . 

4 . I had developed a new exercise on "Pr inciples of Com-

- mittees " and was t r ying it for the fir st time. I t pr oved to 
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be time-consuming and unproductive, and I abandoned it by subtly 

changing it f r om a grou p process t o a trainer lecture. I shall 

do consider able r evision on the exercis e before using it again . 

Als o , I s hall not use an untried exercise when my time-frame 

gets out of predictable limits. 

Ser endioi ty 

A V/or kshop or training session is never a one-way learning 

experience . Eac h session is an educational opportunity for the 

t r ai ner who mus t extrac t and use from the r egistrants their 

wealth- of knowledge and experience and tie it i nto the pr ocesses 

which are oc curring in the training s ession or workshop . For 

example , in t his wor kshop an exer cise on "The Dynamics of Size'' 

(as r elated to board and c ommit tee oper ation) was based on 

inf or mation from The Functions of the ~xecutive, by Chester I. 

Barnard . He demons trates that a gr oup of f ive persons may de

velop ten pairs, eight triplets , and five quartets, each a dif

feren t . configuration of individuals. Registr ants in the worlr

s hop wer e divided into groups of f ive, six, seve~, eight, nine , 

and ten perso~s a nd as ked t o determine the number of pair s in 

each group . I t was a lively and stimulating exercise which they 

e □j Jyed . It not only demonstr ated to the r egistrants t he dynamics 

of numbers , but also communications and relationships or soc i o

metry as !i.or eno defines i t.
1 Eow ever, more important than the 

succes s of t he exercise i s that one of the r egistr ants offered 

a formula for calculating the number of pairs in any gi ven 

number-group . The fo rmul a was N(N- 1). If a good mathematician 
2 
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ver ifies t his for mula , 1 t will certainly pr ove serendipitous . * 

My Evalua tion of the •;forksho p 

At the beginning of t he workshop , I discussed the purposes ; 

that it would cover t hree general subjects : 

1 . The board 

2 . Commi ttees : 

3 . Manager:ie nt : 

t he realities of it s r esponsibilities; 
t he dynamics of size 

function versus fiction; new categories 

setting objectives ; evalua ting behaviors 

The pur pose s of the works hop were r eiterated at the c onclu

sion and wer e also on t he eval uation sheets. The evaluation 

sheets , r eturned t o me by the r egistr ants, r eflected my own 

feelings on t he s ec t ion on management. It was weaker than t he 

other two sections . I be l i eve a trainer who is sensitive arrl 

t uned in to the f eeling tones occurring dur ing the workshop 

will not f ind any surpr ises on t h e evaluation s heets . Somehow 

one just knows what goes well and what does not . 

As a whole , howe ver , i t was a success1ul r10r kshop as the 

evaluation sheets indicated . I felt I had good r appor t with 

the gr oup . They were r esponsive and cooper ative and had a good 

t ime , important eler.1ents of a successf ul wor kshop . I believe 

t~ey wer e unaware of a l l of the a djust ments occurring in schedule 

and format , and tha t is important, t oo . 

* I learned later that V. A. Gr aicunas , in 1933 published a paper r ela
tive t o the span of manageme nt . His theory is that there is a geo
metri c i ncr ease as tbe number of subord i nates increases . The f or
mu l a i s J f 2N- l + (N- 1)] Cited by liar old Koontz and Cyril O 'Don
nell , ?r 1ncipl es of Management ( New Yor k : i1~cGraw-Hill :3ook 
Company, 1972) , pp . 252- 253 . 



-L~AI\TA:NING DYHAi,:ISM 

CLOC:C TIME 

10 :J0- 10 :45 

10 : 1+5- 11 : 30 

11:30- 12 :00 

12 : 00- 12 : JO 

* * "' ... * 
12 : 30- 2 : 00 
* ... * 1/- * 

2 :00 - 2 : 30 

2 :30- 3 :30 

SU3JECT 

Intro & Purposes 

Board Responsibiliti es 

Dynamics of Size 

Size of Board 

L U N C H 

"Gray areas'' of 
board responsibility 

Committees 

- -April 19 , 1977 

PROCESS 

Lec t ure 

Table Discus sion: 
11:.1s t Purposes of 
Board 11 

Group repor t 

Process & Lecture 

Table Discussion : 
(assign 1, , 5,6,7 , 
etc . ) 

"Figur e no . of duet 
relationships . " 

Indiv . work 
"How many relation
ships on your bd? " 

curd exercise 

Group Jiscussion 
List advantages
disadvantages-abuses
principles of go od 
c ommittee leader ship 

Tr iads - Dyads 
"Fill in the mis sing 
words , using flip
chart words. 11 

By organization : 
" List the com.mi t t ees on 
your board 11 

HA~OOUTS 
VISUALS 

Refs 

h/o Re port 
Card A 

v / ye llo·:: f lags 

B 

C 

h/o 46 cards 

v/ flipchart 

h/o 50 s t atements : 
1 statement to 
each team 

f\.) 
0 
'3 
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3 :30- 3:5~ 

3 : 55-l+ :OO 

~1st of handouts : 

3epor t card for the Bo~r d 
50 state~ents - cut up 
'' Gray ar eas" car ds 
:.valua L iori of \''"'lrks hop 

31.: : l\1oni tor , r.:ain tain Lee ture 
;;':nndate 

: valuating boar d 
behavior s & perfor mance 

Lee t ur e 

: value. tion of v10 r ks hop 

Identify your commi t tees 
under 3M 

Gr oup di scussion 
11 List per for mance c r iteria 
for boar d .'.:lembers 11 

''Prior it i ze items on 
flipcha r t list . " 

How t o convert th is exer cise 
into a r epor t card for the 
boar d member ' s perfor~ance 

**** ,.. "'*** 

Visuals : 

Flipcha r t 
YPllow flags 

-

v/ flirchar t 

D 

E 

I\) 
0 
co 
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