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resurgence of empathy for those less fortunate members of society. The l 950's 

also saw a rise in both private and government social programs. 

The full impact of social programming became evident in the l 960's. 

Following the lead of the Kennedy administration's Peace Corps and VISTA 

initiatives, the Great Society was introduced by Lyndon Johnson. Throughout the 

l 950's, 60's, and 70's, the federal government increasingly identified services that 

all members of certain groups were entitled to. 

Between 1950 and 1975, government social service programs increased 

four-times as fast as those in the private sector. This growth resulted in a 10: l 

spending ratio of government to non-government organizations ( l 04 ). 

In 1973, the private sector represented 5 percent of the nation's gross 

national product; 5-8 percent of national employment; 5 .2 percent of all 

corporations; and received 3.5 percent of the nation's revenue (Young 9). 

The advent of Republican control in the l 970's resulted in reduced social 

service government spending during the Nixon, Reagan and Bush presidential 

adminstrations. The Nixon era saw an increase in government grants and the 

purchase of service arrangements between the federal government and the private 

sector. These steps reduced outright spending by the federal government and 

tightened the strings on federal funds. Later, President Reagan reduced social 

service spending and severely reduced federal funds available for programs 

initiated by both the private and public sectors (O'Neill 104). 

As an effort to supplant decreased federal financial support of social 

service programs, in 1981 Reagan called for a national increase in volunteerism. 

Both businesses and individuals responded to his request with an increase in 

volunteer service (Weisbrod 4). In later years, President Bush echoed this plea 

with his "thousand points of light" campaign. 
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Such social entitlements allowed the private sector groups to become the 

nation's service providers (McLaughlin 7). The result of these actions was an 

increase in the number of American nonprofit organizations. 

The private sector's response to meeting the needs of the less fortunate 

greatly increased the breadth of the nonprofit corridor in America. The 1982 

Census of Service Industries reported a 28 percent increase in the number of 

social service agencies since 1977 (Hodgkinson 86). In 1985 more than 45,000 

applications for new nonprofit organizations were filed with the Internal Revenue 

Service. In 1986, 1,243 ,000 American nonprofit organizations accounted for 7. 7 

million (paid and volunteer) workers, or 7 percent of the nation's workforce 

(O'Neill 6). Clearly, the nonprofit industry was on the rise. 

With the rise in nonprofit agencies, the nation naturally experienced a rise 

in volunteer services to support these organizations. In 1982, 80 million people 

volunteered, a full-time equivalent of almost 5 million paid employees to support 

841,000 nonprofit organizations (McLaughlin l) . By 1989 there were 1, 140,000 

nonprofit organizations registered in America, with 40 percent of them providing 

social services (Pappas 2). This trend continued into the l 990's, when services 

made up the bulk of the economy, and nonprofit organizations were recognized as 

providing the majority of these resources (McLaughlin 18). 

The effect of more nonprofit agencies can also be seen in the number of 

people who volunteered their services during the 1980s. In 1988, l O percent of 

all Americans reported they had volunteered in social service agencies 

(Hodgkinson 95). Gallup polls indicated the percentage of Americans claiming 

volunteer service as 57 percent in 1981 ; 48 percent in 1985; and 45 percent in 

1988 (O'Neill 7). Although the percentages indicated a decline over time, the 

numbers remained impressive throughout the l 980's. 
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However, the social service industry has experienced upheavals in the 

l 990's. Two major recessions, in July 1990 and March 1991 , resulted in 

employment uncertainty, national social problems, and changes in public policy. 

As a result, a negative impact was felt on the charitable behaviors of individuals 

and corporations (Pappas 82). 

According to the 1994 Gallup Poll, 89.2 million people reported volunteer 

service in 1993, which represented a 5 percent decrease from 94.2 million 

volunteers in 1991. In terms of percentages of the population, these figures 

indicated that 48 percent of people voluteered in 1993, compared to 51 percent of 

the population in 1991 , and 54 percent of the population in 1989 (83). Pappas 

summarized the effect of this downward trend by stating "when economic 

instability affects a substantial proportion of the population, those who contribute 

(i.e. volunteer) give less and to fewer organizations" (84). 

The 1990's decline in volunteer participation, and its associated decline in 

financial support of the private sector, gave rise in 1997 to an initiative by the 

federal government to implore citizens to once again become active volunteers. 

This initiative was introduced by President Clinton at the 1997 Presidents' 

Summit for America's Future as a way to support youth-focused volunteer 

programs (Alter 28). 

Joined by all living former American presidents, President Clinton called 

Americans to a new level of volunteer service, focused on serving the needs of 

this country's children and youth. The Presidents' Summit for America's Future 

was organized as a three year national campaign to provide two million additional 

children with opportunities to lead productive lives, through the support of 

volunteers. Retired General Colin Powell was named as the chairman of the 

Summit. 
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While the Colin Powell initiative focuses on youth programs, residual 

attention and increased need for volunteer service will likely reflect on all 

nonprofit enterprises. As a result, more people will be inclined to participate in 

nonprofit volunteerism during the last half of this century. 

With more interest in volunteer activities, more people will be approached 

to join nonprofit boards. As Pappas explained, the future of nonprofits in 

America will mean that: 

Nonprofits will have to intentionally focus on utilizing resources of staff, 
volunteers, board members, and donors in a more integrated and 
productive manner. Our next century desperately needs people to make 
a conscious decision to do good works, to impart values and knowledge, 
to make a new discovery, or to help those in need. ( 11) 

Board Service Education 

While it is recognized that prospective board members will remain in 

demand, a general reluctance seems to exist among people to take on the 

responsibility demanded of a nonprofit agency board member. Much of this 

reluctance can be tied to the public's lack of knowledge regarding board service. 

In support of this predicament, Pappas offered that: 

Of the million Americans who serve as volunteers, 1.3 percent 
(in 1994) are classified as board members. This small cadre is 
responsible for the legal and fiduciary oversight of an economy 
of immense proportion, yet there is no deep-seated personal or 
collective understanding of what it means to be a director. ( l O 1) 

The need for board member education is generally accepted by all authors 

who explore nonprofit agency management. For most agencies, a board manual 

exists for board member education. However, such a manual would be specific to 

the programs, services, and responsibilities associated with leadership of that 
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particular agency. Where such a manual may fall short in the education of a new 

board member is that it may not discuss the general knowledge required by board 

members. Additional information on general board leadership and generally 

accepted responsibilities of board service are essential for new board members, 

especially those with no prior board experience. 

Volunteer boards of directors are the cornerstone of the volunteer agency 

structure. Responsible volunteerism is based on those persons who by accepting 

membership on the board, have assumed the duties of agency oversight, 

leadership and stewardship. The programs of the agency are designed and 

implemented by the professional staff The board of directors establishes the 

policies and provides the leadership of the organization in the community. 

The board of directors provides leadership through the following 

responsibilities, according to Pappas (312): 

( l) Assuring that the agency's programs and services are in concert with 

the agency's mission. 

(2) Assuring that the programs and services are relevant to the needs of the 

agency's clients. 

(3) Assuring that the interests of the clients and funders are being met. 

Without adequate training and relevant education, board members cannot 

be expected to know or understand these principles. Education of board members 

requires presenting the specifics necessary to create and maintain an effective 

volunteer member of the board. A complete manual would present an effective 

board organization, its function, and clarify the separate but complimentary roles 

of the professional staff and the volunteer board member. Without adequate 

understanding of these principles, members of the general public cannot be 

expected to volunteer for board service. 
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According to Cyril Houle, a person joins a board to fill personal needs for 

enrichment, fun, prestige, interests, nostalgia, sentiment, friendship, opportunities 

for business, professional and social contacts, desire for change and social 

involvement, honor, visibility, challenge of governance, and a feeling of 

accomplishment (26). 

Thomas Routh simplified Houle's perspective by stating that volunteers 

participate in order "to help and serve people" ( 17) and it is the agency's 

responsibility to the volunteer to "equip and fit well-meaning people into many 

diverse activities" ( 48). 

Similarly, David Mason reflected that people are motivated by three 

needs: ( 1) power; (2) affiliation; and (3) achievement ( 139). It is clear that these 

three needs can be met through volunteer board service, based on the observations 

of Routh and Houle stated above. 

Richard Hardy and John Cull illustrated the need for training in order to 

facilitate the volunteer's accomplishment of need-motivated interest in board 

service by stating: 

Training in any field where quality of performance is desired is a 
continuing process. Carefully planned and well executed, it will 
contribute to the growth of the individual at the same time it increases 
his skill and productivity. ( 43) 

However, Young expresses that "organizations do not provide great 

support to volunteer administrators" (138). Hardy and Cull also state that "there 

is a substantial need for professional and highly trained persons in volunteerism" 

( 11 ). 

In addition, Nancy Axelrod was quoted by Robert Herman as having said 

"many nonprofits carefully woo new members to serve and then abandon them to 

fend for themselves in deciphering their role" (129). Likewise, in the same 
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source, Stephen McCurley states the need for training because "training is the 

process of instructing volunteers in the specific job-related skills and behaviors 

that they will need to perform their particular volunteer jobs" (527). In summary 

of these points, Peter Drucker states that: 

Any organization develops people; it has no choice. It either helps them 
grow or it stunts them. It either forms them or it deforms them ... over 
the last 40 years, informal learning and training have exploded ... for the 
benefit of the organization and the longterm relationship between organ­
zation and volunteer. ( 14 7) 

In explaining the nature of nonprofit organization and the importance of 

volunteer training, Nancy Macduff was quoted by Robert Herman: 

Training has two functions for the nonprofit organization. First it 
establishes a minimum level of competency; and second, it is a benefit 
of being part of the organization. Adults in informal training sessions 
are interested in solving problems or addressing issues important to their 
lives. In the case of a staff in a nonprofit, paid or unpaid, they want to 
know how to do the job. Most adults have very immediate needs and 
the hows usually take precedence over the whys. (592) 

In keeping with the needs of adult learners, volunteers in training need a 

sense of ownership over both the content and the activities employed in their 

education. They must see and feel a connection between what they need to learn 

and the information presented to them in a learning experience. 

To obtain this sense of ownership and to address their personal needs, 

many adults want to participate through such integrated activities as reading, 

discussion, and observation. According to Macduff, "adults only retain 20 

percent of what they hear when there is no other participatory activity" (Herman 

592). In support of this, Alvin Zander recognizes, "problem solving and decision 



making are two major roles of board members. New members must have 

information to base their responses and perspectives on" (Making Boards 

Effective: 11 ). Therefore written reference materials, such as a guide or a 

manual , become essential learning tools for the nonprofit volunteer. 

1 1 

Zander also states that board members have a common purpose that is 

guided by their agency's mission or a vision of their agency in the future . In order 

for board members to understand what these issues are, board training must be 

accomplished in order that the new board member can "avoid embarrassment and 

become productive sooner" ( 11 ). 

The productivity of a board is summarized by Zander as dependent upon 

four main qualities: 

l) Members interact freely with the open exchange of ideas and 
collaborative group talks. 

2) Members depend on the actions of each other and each needs to under­
stand what each is saying or doing within the group and why. 

3) Members must view the group as interactive and want to remain part 
of the group. 

4) The group has power to influence those it is supposed to guide and to 
deal with pressures that are outside its boundaries. This quality can 
only occur when the other three qualities are in place (Making Groups 
Effective: 4). 

Zander recognizes that the individual group member is dependent upon 

personal knowledge regarding the group and its operations. But Zander also 

recognizes that responsible members make the group stronger by increasing the 

effects of the above mentioned qualities within their group ( 4 ). 

The basis for group involvement, according to Zander, is communication 

among its members. Communication leads to cohesiveness among members. 

However, each member must know and understand the common language of the 



12 

group. Zander recognizes that training on terminology and language is essential. 

Any group needs unifying standards to work together. 

Introduction of Subject Study 

In view of the anticipated rise in volunteerism during the remainder of the 

1990s and the need by future board members to learn "what it means to be a 

director" , the purpose of this project is to provide an easy to understand board 

service manual. The subject manual will contain a brief overview of board 

service, board member responsibilities, and general board service information. 

The target audience of this manual is the prospective or new board member, 

especially those members without previous board service experience. 



----------------
Chapter fl 

LITERATURE REV1EW 

The authors whose works were reviewed for this study universally support 

the hypothesis that volunteer service fulfills a variety of human needs. As Houle 

stated, a person joins a board to fulfill personal interests and needs (26). In 

addition, Routh recognized that volunteers participate in not-for-profit activities 

to help other people (17). Further, Mason acknowledged that people are 

motivated to volunteer their time and talents to meet their needs for power, 

affiliation, and achievement ( 139). At no level of volunteer service can each of 

these factors be met more efficiently than through volunteer board service. 

Each of these authors illustrated reasons why people initially volunteer 

their time and talents to support not-for-profit agencies. Hardy and Cull stressed 

the need for training in order to develop the volunteer. Even more effectively, 

Axelrod recognized the fact that "many nonprofits carefully woo new members to 

serve and then abandon them to fend for themselves in deciphering their role" 

(Herman 129). 

The basis for this study is to explore the need for board service education 

and to develop a board service manual so that volunteers can quickly become 

effective board members. 

Sta~es of Board Member Involvement 

Familiarizing prospective board members with board service 

responsibilities provides such volunteers with an opportunity to develop self­

confidence in order to begin contributing to the board immediately. As Macleod 

13 
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recognized, volunteers need to learn what they will be doing and how their work 

relates to the organization, so "that they can be prepared to carry out their role in a 

way that is compatible with organizational policies and goals so that minimal 

time is wasted searching out what is needed to do the job or making errors 

through lack of information" ( 116). 

"The learning process cements the raw material of human resources into 

the valuable asset on which every nonprofit organization depends" (Fisher and 

Cole 97). Lack of volunteer training was identified by Miller as resulting in 

approximately 40 percent of agency problems ( 100). Therefore, it stands to 

reason that improved training could effectively reduce stress experienced by 

prospective board members while producing more productive board members. 

Board member training encompasses many areas and necessitates involvement on 

the part of the volunteer. 

According to Conrad and Glenn, "a board member's contributions to a 

volunteer organization will increase in direct proportion to his/her involvement" 

( 196). As a board member's involvement grows, the board member goes through 

five distinct stages: 

Sta~ l : Awareness: During this phase, a prospective board member may, 

or may not be aware of the organization. If he/she is aware, then he/she has an 

image of the organization. If the image is positive or neutral, there is a greater 

likelihood that the prospective board member will become involved with the 

organization. If the image is negative, it is doubtful that an association will be 

made. 

Sta~e 2: Affiliation: This stage relates to the selection, recruitment, and 

orientation of a new board member. If the affiliation between volunteer and 

organization is accomplished well, the stage is set for the person to become a 

developing board member. This is the prospect's first impression and it is the 
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most important stage. At this point, a willingness to contribute to the group is 

shown. 

Stage 3: Observation: This is the most critical step. At this point, a new 

board member makes a decision. By observing the group in action, the new board 

member will find that the organization has either met or not met the promises 

made in recruitment. If their behavior does not match expectations, then the 

volunteer's interest will wane and he/she will disassociate from the organization. 

Sta~e 4: Participation: At this stage, the volunteer will find that he/she 

finds meaningful work to do within the organization. The volunteer finds that 

his/her participation is useful and can make a difference. 

Sta~ 5: Commitment: This is the final stage where the potential board 

member's commitment to the organization is made. From this point on, the board 

volunteer is self-motivated (125). 

At each stage of Conrad and Glenn's process, the opportunity for training 

exists. Without an understanding of the dynamics and purposes of board service, 

a prospective board member could not progress beyond the first or second stage. 

Many (perhaps most) new board members begin their board service "on their 

own" with no clear understanding of what board service entails, or the common 

language of board members. While the_majority of these members remain on the 

board, their productivity is limited by their lack of knowledge. Often, a board 

member will stagnate in the observation stage for months, years, or even the 

entire term of his/her board service. Pride, fear of embarrassment, and/or 

unwillingness to admit ignorance of board operations may dampen the 

enthusiasm and contributions of many new board members. 

Fisher and Cole recognized that "the opportunities for personal growth are 

the pay volunteers earn" (73). Organizations provide personal growth in several 

ways. "One important activity in this regard is providing learning activities" (75 ) 



Such opportunities allow volunteers to increase their skills and knowledge. 

Fisher and Cole also stated that: 
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Organizations can encourage volunteers to develop high standards for 
themselves, move toward increased levels of responsibility and 
effectiveness, and hold themselves responsible for their performance 
and accomplishments. (76) 

Brookfield stated that the motive of learning is to allow adults to become 

self-directed and able to envision themselves as proactive ( 11 ). In addition, 

Brookfield also stated that the voluntary nature of adult learning equips the adult 

with the ability to withdraw from the process, if he/she feels humilitation or 

discomfort. In the case of board service, a prospective board member who is not 

prepared in advance may withdraw from becoming involved with a board for 

these same reasons. If an adult attends his/her first board meeting, and does not 

understand the basics of board service, the prospective member may withdraw 

and immediately resign from future affiliation with the group. However, if that 

same adult is equipped in advance with a rudimentary understanding of board 

service, board meeting etiquette, and board roles and responsibilities, the 

likelihood of that person remaining on the board should increase dramatically. 

Stenzel and Feeney suggested that preparation for teamwork and 

participation in group discussion, decision, and action must be included in the 

learning process, especially if the volunteer will hold a leadership position with 

the organization ( 18). 

Stenzel and Feeney further stated that rather than "training" people for 

specific tasks, the goal is education for change in skills, knowledge, and 

understanding and for creative application of learning in new situations. Such 
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education was stressed in order to benefit both the individual and the organization 

by assuring: 

( l ) better attendance at and more active participation in the group's 

meetings and activities; 

(2) more competence, satisfaction, and longer tenure; 

( 3) better interpretation of the agency's goals; 

( 4) and more support for the organization by the volunteer. ( 18) 

In order to achieve volunteer education, Stenzel and Feeney recommended 

providing the volunteer with an orderly progression in knowledge, skills, 

understanding, and experience. Included in the education process were on-the­

job training, observation, formal courses, assigned readings, and independent or 

home study (20). 

Along these lines, the authors discussed the initial phase of volunteer 

learning as the "need to know" phase. In this phase the volunteer learns 

information and assumes his/her direction on how he/she will participate in the 

organization. This phase bridges recruitment and orientation or direct service. 

According to Stenzel and Feeney, "a sense of involvement and an immediate 

commitment can begin with a climate and with a first assignment that spells real 

responsibility and work of consequence" (25). 

Stenzel and Feeney also reported that decision-making volunteers, such as 

board members, are often ignored in training. Traditionally, the vast majority of 

board members have been experienced business and community leaders. For this 

experienced group, "training" would have been considered superfluous or 

redundant. As a result, very little top-level education was offered. In addition, 

time limitations of busy, professional people limited their availability or interest 

in educational activities for volunteer positions. 
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In order to cope with time constraints and selection of information 

relevant for the education of decision-making volunteers, Stenzel and Feeney 

suggested that such individuals be given assistance in determining what they need 

to know and arranging that they learn it on their own time. Such independent 

study allows board members to develop leadership potential in accordance with 

the organization's mission and goals in flexible timeframes and settings (29). 

Motivation to Become a Board Member 

While the reasons for joining boards have been discussed earlier, Connors 

outlined trends associated with why people join boards of directors: 

Trend 1: To make changes in an organization or association; to obtain 

vocational experience; to help a cause; to improve their 

quality of life by meeting people and by feeling an 

association with people they perceive as caring, 

concerned or powerful. 

Trend 2: More people from a greater variety of lifestyles are 

volunteering. 

Trend 3: New opportunities for volunteer work now exist. 

Trend 4: More opportunities for meaningful volunteer work now 

exist. 

Trend 5: Pressure is growing for increased collaboration between 

government and volunteers; local community and volunteers; 

and business and volunteers. (5) 

In spite of these trends toward volunteer service, Connors also presented a 

range of reasons many people hesitate to volunteer, including: 

1) "I don't feel I have any skills that are needed." 



2) "I'm afraid of what I might get into." 

3) "It's not clear what kind of help and support I'd get from the 

others." 

4) "They don't trust volunteers to do important things." 

5) "I don't understand what a board of directors is or what it does." 

6) "Everyone else knows what's going on, I'd be new and would not 

know what they're talking about." 
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7) "I'm afraid I wouldn't know if I was really helping or doing a good 

job." 

8) "I don't know what would be expected of me." ( 11) 

As discussed in Chapter 1, Houle stated that a person joins a board to fill 

personal needs for enrichment, fun, prestige, interests, nostalgia, sentiment, 

friendship, opportunities for business, professional and social contacts, desire for 

change and social involvement, honor, visibility, challenge of governance, and a 

feeling of accomplishment (26). Not included in this list is the opportunity to 

learn new skills, which is a need that can be met through board service, provided 

adequate skill building, education, and training are made available to the 

volunteer. 

However, as Young, as well as Hardy and Cull observed, organizations do 

not provide a great amount of support to volunteer administrators, such as board 

members. The need for training was seen as lacking by both Axelrod and 

McCurley (Herman 128). 

Board Trainin~ as Related to Adult Education 

Brookfield explored the ways in which adults learn, and concluded that 

two factors characterize adult learning. The first factor cited is the fact that adults 
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are self-directed and therefore choose to learn. Brookfield's second major factor 

related to adult learning was the adult's use of personal experience to enhance and 

measure learning (27). A child has little basis of comparison on which to 

evaluate new information. An adult however, has acquired a collection of 

experiences through which new information can be filtered prior to accepting or 

rejecting it. These factors must be considered when adult education programs or 

tools are developed. The information presented must be not only informational in 

a way that compels the learner to maintain interest, but it must fit into the 

learner's frame of reference. Information that is incompatible will be rejected. 

Both of these considerations illustrate why education, in order to be effective, 

must fall into a continuum or a continuous plan (28). 

In comparing the list of trends toward volunteerism cited earlier, and the 

list of issues that impede volunteer service, Connors suggested developing a 

continuous education plan to include: 

A Orientation prior to beginning volunteer work. 

B. Start-up support with assistance given to volunteers as they begin 

their work. 

C. Maintenance-of-effort training opportunities to present 

additional knowledge or to review gained knowledge. 

D. Periodic review and feedback to evaluate the volunteer's progress 

and to assess steps required to continue the learning process. 

E. Transition training because volunteers have the need to grow and 

to assume more responsibility. (29) 

The need for education exists at each step of this hiearchy and an overall 

understanding of board responsibilities and general board education can assist the 

new board member to acquire skills and learning. As MacLeod stated, education 
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"contributes not only to knowledge and skill levels but improved volunteer 

motivation and confidence." ( 120) 

"Learning is more than a reaction to stress and crisis," stated Jerold Apps. 

"Rather than only a reaction to something, learning is a positive engagement with 

self, community, and life" ( 16). For adult learners, the opportunity to learn is 

most often job-related. According to L.J. Pearlman, "some educational leaders 

advocate Just in time learning.' The assumption is that most, if not all learning is 

job-related. People don't need to bother with anything new until it is needed" 

(21 ). According to J. R. Kidd, "the purpose of adult education, or any kind of 

education, is to make the subject a continuing "inner-directed", self-operating 

learner" (47). For these reasons, the board member may best learn through a 

written resource such as a manual so that he/she can learn or review information 

as it becomes relevant. 

Relevance in learning is taken into consideration by Ellen Notar in her 

overview of learning in which she describes learning as dependent upon: 

- a change in behavior or capability which is retained; 

- areas of learning include intellect, understanding, emotions, and 

attitudes; 

- learning is affected by the development level of the learner: age, 

abilities, prior knowledge of information, and motivational levels; 

- active involvement in learning tasks enhances and allows learners to 

assume responsibility/control for his/her own learning. ( l 0) 

For the new board member, each comes to the board at a unique 

developmental level. For some volunteers, board service may be a new concept 

in which a new language, new skills, and basic knowledge must be set in place as 

quickly as possible, and as easily as possible, to enable the board member to 
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assimilate him/herself into the flow of business and leadership that is already in 

motion. 

Fisher and Cole defined five occasions for providing educational activities 

to volunteers: 

1. when volunteers have the need to learn about the organization 

2. when the need exists to possess skills and knowledge to perform a 

particular job 

3. when the need arises for volunteers to be updated about changes in 

the volunteer position, the organization, or its clients 

4. whenever the need arises to prepare volunteers for increased 

responsibility within the organization 

5. and at times when volunteers experience the need for personal 

growth and enrichment. (207) 

In the case of educating the prospective or new board member, learning 

about the organization is critical. As a result of organizational learning, the new 

board person gains information about the organization and how he/she may be 

able to participate. Brundy recommended "informing [people] fully of the 

expectations for volunteering .. . so that [they] can make reasoned choices about 

donating time." ( 195) 

Fisher and Cole stressed the need for education when a volunteer is 

preparing to learn about a particular job. In the example of a new board member, 

the job at hand is learning how to serve on a board of directors. Since each new 

board member's learning will build on his/her existing knowledge, skills, and 

motivation, the type of training required may vary. Observation and on-the-job 

training can be accomplished through board meeting attendance. However, 

having a pre-existing understanding of the workings of the board would facilitate 

these forms of learning. 
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As Marsick noted, educational requirements differ between volunteer 

positions where judgement in response to a problem or situation is required, than 

from education required in volunteer positions in which a person is taught to 

perform a prescribed task (304 ). Leaming to utilize judgement, as in the case of a 

board member, requires having the volunteer understand the organization's 

mission and goals, so that decisions are in concert with these organizational 

principles. Having access to organizational information in pre-job situations 

( such as a written document to read prior to attending a board meeting) could 

improve the volunteer board member's job performance. 

Leaming about increased responsibilities is one major reason for board 

training, especially where new board members are concerned. Leadership 

development provides opportunties for teaching job-related skills and conveying 

an understanding of the organization's policies and procedures related to board 

service. Self-directed learning experiences (such as a guide or manual) allow the 

learner to proceed in leadership development by presenting information clearly 

and concisely. 

When education is designed to prepare volunteers for new positions, the 

principal beneficiary is the organization itself. However, when education is 

designed to promote personal growth, the principal beneficiary is the volunteer. 

As the volunteer board member experiences personal growth, his/her range of 

skills expands due to the education he/she receives. Volunteers often view their 

volunteer service as a form of self-development. As a result, learning 

opportunities are important factors in volunteer satisfaction and retention. 

In the study of adult education, Howe presented the view of Fitz J. Taylor 

that with the current interest in "information processing, more attention is being 

paid to the learning of meaningful material". Taylor stated that when learners are 

presented with advance information, they use this knowledge as "intellectual 
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scaffolding on which the learner hangs the new details he acquires. Such 

scaffolding is more abstract, more general and more inclusive than the discourse 

which follows." ( 120) 

Such 'intellectual scaffolding' can be created in training sessions, lectures, 

lessons, speeches, or in the form of a guidebook or manual. With a written 

document, such as a manual, the learner initially reads the document and creates 

'scaffolding'. As a reference document, the learner has future opportunities to 

refer to the manual as he/she continues to "hang the new details he acquires" over 

time. 

Adult learning for Stephen Brookfield relied on six principles: 

l. Participation in learning is voluntary: adults engage in learning as a 

result of their own volition to develop new skills and to acquire 

new knowledge. 

2. Effective learning is characterized by a respect among participants 

for each other's self-worth in which participants feel valued. 

3. Leaming is a collaborative with the teacher and learner cooperating 

together to share information. 

4. Leaming is an involved process to explore new ideas. 

5. Adult learners foster a spirit of acceptance of beliefs and values 

when they absorb the values of the group. 

6. Leaming is the nurturance of self-directed, empowered adults. (9) 

Since most adult learning is self-directed, Brookfield stressed that "only if 

training exercises are grounded in real life concerns and real life settings will they 

be worthwhile" (255). For the board member, training is positively affected by 

the fact that the volunteer has a vested interest in the association and its clients. 

Since board member training is grounded in the real life concerns of the 
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prospective board member, training exercises for the volunteer board member 

will definitely be worthwhile. 

Board Member Education 

Effective board member education and training incorporates a number of 

elements. Among these, according to Bartruff, might be included: orientation/ 

instruction; lecture; symposium; panel discussion; debate, resource people; 

forums; question and answer periods; interviews; audio-visuals; small group 

discussions; testing; learning by doing; observation; personal conferences; 

advisors/mentors; retreats; books/manuals ( 101 ). 

However, each of these elements involves intensive time commitments 

and increases the time required for a trainee to become a productive group 

member. Conversely, the majority of authors whose works were consulted for 

this project stressed that immediate education was more highly sought by 

potential board members. Use of a concise manual to facilitate board member 

education could provide more education in a condensed timeframe. 

The use of a manual to accomplish board training was described by 

Nelson as "more formal way to introduce new members to the inner workings of 

the institution .. . and all new board members should be invited to go through an 

orientation process, which should be made as productive, convenient, efficient, 

and as thoughtfully entertaining as possible" (39). In view of time constraints 

placed on most adults today, the use of a "productive, convenient, efficient, and 

thoughtfully entertaining" board service training manual might be considered as 

the key to board service training. 

The need to blend adult education trends with board service training can 

be extrapolated from the information presented by Vineyard. Each of the points 
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cited in Vineyard's list of major trends in educating adult learners, referenced 

earlier, can be applied to board member education. Creation of a manual to 

educate potential board members can be an effective way to incorporate 

Vineyard's education trends into meeting the need to educate board members. 

According to Vineyard, people value learning as never before. With new 

volunteer board service opportunities on the rise, people will need to learn new 

skills in order to fully participate in board service. The need to educate board 

members will rise proportionately as opportunities increase for people to become 

involved with board service throughout the 1990s. 

As Vineyard illustrated, education itself has taken on new perspectives 

and is no longer confined to classroom settings. Today's busy adult needs to be 

able to fit learning into time-constricted lives: a concise manual replaces the neea 

for a formalized training session. The portability and convenience of using a 

manual for reference as well as for primary educational purposes lends itself to 

non-traditional learning approaches. 

According to Vineyard, people especially value practical, focused, on-the­

job common sense approaches to education that will provide immediate 

knowledge. An education/reference manual specifically addresses each of these 

needs. 

The need for energy and time-efficient learning was also recognized by 

Vineyard for its value to adult learners. This need is especially true for people 

volunteering in responsible positions that fall outside regular work and personal 

obligations. The time-efficient approach offered by an education manual 

effectively meets these needs, especially when a manual is written in a reader­

friendly format, and is of relatively short length. 

Vineyard expressed the thought that people want to be told only what they 

need to know in order to be effective, productive, and successful. The short 
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format, and directly presented information found in a manual satisfies these 

criteria for a practical education tool. 

In her assessment of adult education needs, Vineyard also stated that 

education that is provided for units of people is highly valued because it provides 

learning and relationship building. When board service training is accomplished, 

the unit of people referred to by Vineyard, is the board itself Board training 

allows each individual member of this group to assimilate common knowledge 

and learning. The use of a manual insures that the same information is shared 

between members, so the resulting education remains comparable. Clearly, an 

increase in relationship building occurs through board service training, since new 

members will acclimate themselves to the group and the existing group will be 

more receptive of new members who are initially equipped to become productive 

and contributing members of the group. 

Other elements recognized by Vineyard as desirable in adult education 

included presentation of education in simple formats that build skills. The simple 

format of a concise skill-building manual would clearly meet these trends in adult 

education. 

In keeping with Vineyard's observation that people expect leaders to sort 

through information and provide only the information that is needed to 

accomplish the task at hand is readily accomplished in a manual format. In the 

example of a board service manual, the major thrust of the manual is to provide 

a condensed and logical presentation of information required by a person in order 

to accomplish the job of board service, which again answers the need expressed 

by Vineyard. 

As a final observation, Vineyard stated that people consider information 

shared with them as an indication of acceptance and confidence in their ability to 

contribute. Sharing information with potential board members through the use of 
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an educational manual allows a potential board member to feel accepted into the 

group of board members and should lead to an increase in self-confidence of the 

individual regarding his/her ability to contribute as a informed member of the 

group. 

Trends outlined by Vineyard in adult education can be translated to needs 

experienced by potential board members for board service education. Based on 

her observations, the education offered by an easy-to use manual could be 

especially helpful to assist new board members in understanding the roles and 

responsibilities they are assuming. 

In support of Vineyard's observations regarding adult education, the 

balance of the literature under review definitely indicated that board member 

education is critical to the success and satisfaction of individual board members. 

Definite levels exist for board member development, and the need for training at 

each level of development was recognized by most authors, primarily Conrad and 

Glenn, Fisher and Cole, Brookfield, and Stenzel and Feeney. Each of these 

authors recognized that board member education is critical to success. 

Trends in board education were explored by Vineyard, Miller, Conrad and 

Glenn, Connors, and Brookfield. These major contributors support the idea that 

board education is necessary and should be available on a regular basis, as needs 

arise and to avoid agency problems associated with lack of board training, as 

reported by Miller ( 134 ). 

Stenzel and Feeney recognized that board training is critical to the success 

of the volunteer and the association. These authors pointed out that teamwork 

and participation in group discussion, making decisions and taking action must be 

included in the learning experience. These requirements were especially 

important, "to help volunteers who serve on any delegate body of their own 
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organization, or represent their group in some council, or other coordinating or 

planning body ( 18). 

For Stenzel and Feeney, "educational planning must be based on sound 

educational theory on how people learn best ... rather than "training" people for 

specific "tasks", the goal is education for change in skills, knowledge, and 

understanding, and for creative application of learning in new situations" ( 18). 

The idea of basing education on proven ways in which people learn best supports 

the use of Vineyard's trends in adult education as a basis for designing a training 

manual for volunteer board members. 

Stenzel and Feeney also promoted independent study as most productive 

for officers, board and committee members (30). This view is based on the 

observation that people volunteering for these positions generally want to learn on 

their own time, as opposed to group training sessions or prescribed training 

periods, due to the fact that their time is constrained by career, family and other 

community obligations. For these individuals, "learning itself becomes a 

continuous process" (31 ). 

Education as a continuous process, according to Stenzel and Feeney, can 

be most effective when training and educational aids are selected that take into 

consideration the objectives for the training, the ways in which adults learn most 

effectively, the background and interests of the individuals, and time available 

(57). A well-developed manual based on Vineyard's information relating to adult 

learning could accomplish the directives as outlined by Stenzel and Feeney for 

developing an effective training tool. 
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Need for a Guide to Board Service 

As potential board members contemplate board service, the need exists for 

a guidebook to introduce board responsibilities in a simple, easy-to-understand 

format. In directly relating adult education with volunteer service training, 

Vineyard noted several major trends in education in the l 990's that motivate 

people to become involved with volunteer opportunities. 

l . People value learning as never before. 

2. "Education" has been redefined and is no longer restricted to 

classroom settings. 

3. People value specialized education that is practical, makes on-the-job 

common sense, and can be used immediately. 

4. Opportunities to learn are highly valued when they are energy and 

time-efficient. 

5. People want to be told only what they need to know to be effective, 

productive, and successful. 

6. Education must supply practical tools for use. 

7. Education that is provided for units of people ( i.e. members of a 

board) is highly valued because it provides both learning and 

relationship building. 

8. Education is valued when presented in a simple format. 

9. Skill building information is highly valued 

10. People expect leaders to sort through information and provide the 

information that is needed to accomplish the job at hand. 

11 . People want information given in a logical and easy-to-use and 

understand format. 
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12. People consider information shared with them as an indication of 

acceptance and confidence in their ability to contribute (6-8). 

In view of these current trends in adult education, today's non-profit 

agencies could benefit by incorporating answers to education needs as outlined 

above, in their efforts to educate potential board members. 

Vineyard recognized that people today want education that is not 

classroom-based. Instead, today's adults want specialized education designed to 

provide "practical, on-the-job common sense" information, in a simple, logical, 

and easy-to-understand format. These qualifiers describe educational approaches 

that can be facilitated through the use of a written manual-type format. 

Conversely, Tough reflected that "only 3 percent of adult learning projects 

were planned or guided largely by books" (71). Tough concluded that "people 

don't tum to books at the time of the change, but do use ideas from earlier 

readings" (71 ). However, he conceded that many books are designed to help a 

person put a change into practice and are more readily relied upon by individuals 

to accomplish this task. Tough also recognized that additional help should be 

provided to people contemplating volunteer service. Such help, according to 

Tough, should fill unmet needs for "better information, advice, services, 

materials" which are topics traditionally contained in manuals. He further stated 

that information can be effective if it is presented to fill unmet needs, "only by 

discovering the gaps and unfilled needs can one be effective at filling them" 

( 152). In support of utilizing a book to facilitate volunteer training, Fisher and 

Cole suggested gathering information into a manual to provide the necessary 

information in written form so that volunteers may read and refer to it at a later 

date. The general consensus among authors is that use of manuals and books is a 

successful approach to facilitate learning. 
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Conclusions 

The need for board member education was promoted by a clear majority 

of authors whose works were examined in this study. Each author cited board 

member education and training as essential elements for successful board 

operations. Several approaches to educating board members were offered 

including the use of group training, observation, participation, and non-classroom, 

self-directed approaches such as the use of manuals. 

Along with the need for training was the recommendation by these authors 

to take into consideration the need by board members for time-efficient training 

methods. Self-directed education, conducted in the learner's choice of setting, 

was considered by the authors as the most effective and efficient way to approach 

board training. 

The use of a manual to provide necessary information in a portable, self­

directed fashion is a fundamental method of board education that can be put into 

useful practice. Most agencies traditionally use specific board manuals to orient 

new staff and volunteers. However, the typical board manual is written to 

convey information about the association itself, its programs, services, and the 

responsibilities associated with leadership of that particular agency. 

Where such a manual may fall short in the education of a new board 

member is that it may not discuss the general knowledge required by board 

members to perform board-related responsibilities. The information that most 

likely would not be included might be generic information related to board 

service in general. Such information may include definitions of terms, examples 

of procedures, meeting etiquette, generic roles and responsibilities of board 

members and officers, an understanding of how business is conducted by a board 

of directors, and the relationships between paid staff and volunteer management. 
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While these concepts are crucial to not-for-profit agency governance, it is 

unlikely that an association's board manual would devote attention to these types 

of fundamentals. 

However, a guidebook-type manual to accompany the board manual could 

provide new or prospective board members with generic board service 

infonnation. 

Additional infonnation on general board leadership and generally 

accepted responsibilities of board service are essential for new board members to 

learn, especially those volunteers who have no prior board experience. 

Utilization of a learning manual can be effective in the process of developing self­

directed board members. The need for volunteers to become self-sufficient and 

self-reliant relies on the organization's ability to foster inner-directed education. 

An organization's future success depends on the strength of its board members' 

motivation. As Fisher and Cole summarized: 

In an organization that assumes that volunteers will bear some 
responsibility for their own learning, promotes self-directed 
learning, and encourages volunteers to analyze and reflect 
on their own experience as an important learning procedure, 
the potential for persons to improve their proficiency and 
increase their value to the organization on their own initiative 
is limitless. ( 118) 

The review of literature associated with adult education and volunteer 

board service indicated that board member education is critical for success. As 

stated by Vineyard, people require education that is complete, easy-to-use, 

relevant, pertinent to the-job- at-hand, and efficient (16). 

The development of the manual for the purpose of this project is based on 

the observations of the authors who indicated an ongoing need for enhanced 

board member education. In addition the methods required to develop effective 
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guidebook that is the subject of this project. 

In summary, the purpose of this project is to develop a guidebook 

34 

designed to educate new volunteer board members who have little or no prior 

board experience. In addition, the principle behind the guidebook is the provision 

of universal definitions and direction to assist new board members in their efforts 

to understand the roles and responsibilities of volunteer board service so they can 

become productive decision-making board members as quickly as possible. 



Chapter III 

METHODS AND EVALUATION 

Materials 

This project developed a guidebook to nonprofit agency board service for 

new board members, primarily those with no prior board service. The principle 

behind the manual was to provide universal definitions of common terms and 

concepts used in nonprofit management. The premise of this manual was to assist 

new board members understand the roles and responsibilities associated with 

nonpofit board service. The function of the manual was to educate new board 

members so that they became productive members of the board as quickly as 

possible. (See Appendix D). 

The manual was written for an audience of people from all walks of life 

who have never experienced ( or contemplated) serving on a board of directors. 

The purpose of writing to this audience was based on observations that volunteer 

service was predicted to increase, in response to cut-backs of government funding 

of nonprofit agencies. These funding cut-backs began in the last half of the 

l 990's and were expected to continue. As a result, federal government directives 

were made to the general public that promoted volunteer support of local 

nonprofit and volunteer-based organizations. As a result, an increase in volunteer 

participation was anticipated. 

With the anticipated increase in volunteer efforts came the expectation 

that more people would become involved in volunteer board service. 

Historically, board members had been perceived as "businessmen". With the rise 

in volunteer activity, board members of the future may more likely be "average 

concerned citizens" without prior experience or knowledge of board service skill s 

35 



36 

and responsibilities. This manual was written to appeal to and educate this 

audience. As a result, the writing style desired was conversational in tone and 

easy-to-read in style. This approach was taken in an attempt to put readers at ease 

and to diminish their hesitancy in reading an educational manual. 

The manual contains a Foreword section that presents the reader with an 

overview of the manual and its purpose as an educational tool. In addition, the 

Foreword "welcomes" the new board member to board service. The Foreword 

also introduces the reader to the "reader-friendly" tone of the manual and entices 

the reader to continue reading. The primary function of the Foreword is to put the 

reader at ease and reassure him or her not be overly-concerned about self-doubts 

regarding board service abilities. 

Chapter 1 of the manual provides definitions of profit versus nonprofit 

forms of business. This basic premise of a nonprofit agency is based upon this 

concept, and early clarification of these terms is essential for board members to 

understand the nature of the nonprofit organization. 

Chapter 1 also discusses the concept of agency versus corporation and 

provides an explanation of common terms associated with nonprofit tax status. 

New board members have expressed confusion over terms such as "nonprofit", 

"not-for-profit", "tax-free", and "50l(c)(3) corporations". Definitions in Chapter 1 

explain these terms and provide basic knowledge of legal constructs associated 

with nonprofits. 

Chapter 2 presents reasons why nonprofit agencies require board 

members and discusses their role as compared to stockholders in the more 

familiar for-profit world. The concept of leadership and management and the 

clear roles played by board and staff is discussed in Chapter 2. The relationship 

between board, staff, and client is also illustrated and defined. 
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The specific responsibilities of board members are outlined in Chapter 3. 

Ten basic board responsibilities are listed and each is discussed in detail. These 

responsibilities include: 

( I) Determining the agency's mission and purpose. 

(2) Selecting the Executive Director. 

(3) Supporting and reviewing the performance of the Executive Director. 

( 4) Ensuring effective agency planning. 

(5) Ensuring adequate financial resources 

(6) Effectively managing the agency's financial resources. 

(7) Determining and monitoring agency programs/services. 

(8) Enhancing the agency's public image. 

(9) Providing an appeal process for employees/clients. 

(10) Assessing the board's performance. 

An overview of typical Board Committees is presented in Chapter 6. 

Committees reviewed include the Executive Committee, and committees 

involved with finance, human resources, fundraising, nominating, strategic 

planning, agency programs, and public relations. 

The typical \1/0rk of and objectives accomplished by each committee are 

described and provide the reader with an understanding of committee work. In 

addition, reasons are presented to the reader that explain the importance of 

serving on a committee. Advice is also offered to assist the reader in selecting 

appropriate committees on which to serve. 

Chapter 5 describes how a typical board meeting is conducted. This is 

offerered to diminish apprehension connected with unknown meeting procedures 

and protocol. Information from "Robert's Rules of Order" is presented in 

chronological order to "walk" the reader through a typical board meeeting. This 

information serves as an initial education tool but is included for future reference, 


