Excerpt from Board of Directors Workbook

[bookmark: _Toc241326436]Chapter VIII.  Board Development
If you are a board member, you have a great honor, and a great responsibility.  Certainly you would be volunteering your time, talent, and treasure because you see your school’s ministry as something worth doing for God.  Occasionally, a school has board members who are not good stewards of this important responsibility.  Maybe they did not realize what they were volunteering for.  Maybe they were merely appointed.  Maybe they don’t give much time, effort, or money because they do not see service to this school as something worth doing for God, …or maybe there are even occasionally members of a board who are more interested in building their own kingdom than God’s kingdom.   Can you see why some presidents are tempted to say, “Get, give, or get off”?  (Get being get money.)  So how does a school end up with outstanding board members who understand their purpose and energetically fulfill their stewardship?  The key can be a Personnel Committee that is tasked with board development.  
A. [bookmark: _Toc241326437]Recruiting New Members
	The Personnel Committee keeps two lists: types of board members needed, and prospects who might be good board members.  The first list helps assure the board will keep the types of expertise and attributes needed.  The board may need to maintain certain percentages of various types of representatives (e.g., members from specific regions or denominations, members from the leadership of the alumni association or a founding church).  It is also crucial to have a variety of talents, experiences, attributes and expertise in order to build a great school.  Just as the body needs to have a variety of type members, an effective board needs variety.  For example, a new school may start with only ministers on the board.  Ministers are a crucial component of a Christian college board, but may not have the expertise to contribute to the development of an educational institution, development of a broad based fundraising program, or monitoring of how funds are handled.  Thus, the Personnel Committee is crucial for the building of a professional team that is well-equipped for its task.

Decision Box
What types of representatives need to be maintained on our board (e.g., board members from specific regions or denominations)?







	To determine what types of expertise and attributes are needed on our board, the committee must list the desired attributes, and assess which attributes are missing (or weak) on the current board.  Table 5 is a tool that should be used for this assessment.  In the left column are the attributes typically needed for boards of Christian colleges.  What else does our board need?   If our school is hoping to purchase a new building in the next few years, our board may want to add someone with expertise in real estate.  If our school is trying to recruit students from a new ethnic group, 2nd generation children of the immigrant group that founded the school, or members of a similar denomination, our board may want to add a member of one of these groups.  Add the additional desired expertise or attributes to the left column of the table.  Each time the table is used for determining who to cultivate or recruit for the board, consider whether these new expertise or attributes are still relevant for our school.  

	In the right hand column of Table 5, write the names of the current board members who possess the desired expertise or attributes.  Notice that the example Table 4 shows that this board is strong in potential large donors, ministry expertise, and educational expertise.  Notice also that one person can have more than one type of attribute or expertise (e.g., Dr. Park has expertise in ministry and education).  For finance, it is important to have someone who can understand the financial and audit reports (i.e., Gerry Johnson, CPA), but if the board is also managing endowments, they might also benefit from someone who has expertise in investing.  Most obvious in this example is the need for board members who understand law and fundraising.  When an opening occurs, someone with legal or fundraising expertise may be the top priority for recruiting.

Alumni are an important source of institutional information and history, as well as donations.  Regular input or reports from and to the alumni association shall be important for mutual understanding.  Therefore, it is not uncommon for the president of the alumni association to be either a non-voting or voting member of the board.  In our school, we involve the alumni association by______________ ______________.  

Decision Box
Complete the above paragraph by describing how we involve the alumni association.

TABLE 4
SAMPLE BOARD PROFILE: ANALYSIS OF TYPE BOARD MEMBERS NEEDED
	Type Expertise or Attribute Needed
	Current Members Who Have This Expertise or Attribute

	Ministry
	Dr. Park, Timothy Carter, Paul Smith

	Education
	Dr. Park, Linda Lee

	Law
	

	Finance
	Gerry Johnson, CPA

	Fundraising
	

	Potential to give or obtain large donations
	John Jacobs, Peter Payne, Nancy Clark, Gregory Lamb

	Alumni Association Representative
	Helen Martin

	Having relationships with influential people
	Leigh Adams

	Representative of Southwest Presbytery
	Alex Vasquez

	Representative of Southeast Presbytery
	

	Representative from outside our denomination (for another perspective)
	Paul Sanders

	Representatives of ethnic or subcultural groups within our constituencies (e.g., Caribbean, African American, Hispanic, Korean)
	Raul Martinez

	
	

	
	

	
	

	
	



Decision Box
	Personalize Table 5 to reflect the needs of our school.  (The Personnel Committee will continually revise this table as needed.)

	Comments:






TABLE 5
BOARD PROFILE: ANALYSIS OF TYPE BOARD MEMBERS NEEDED
	Type Expertise or Attribute Needed
	Current Members Who Have This Expertise or Attribute

	Ministry
	

	Education
	

	Law
	

	Finance
	

	Fundraising
	

	Potential to give or obtain large donations
	

	Alumni Association Representative
	

	Having relationships with influential people
	

	Representative of Southwest Presbytery
	

	Representative of Southeast Presbytery
	

	Representative from outside our denomination (for another perspective)
	

	Representatives of ethnic or subcultural groups within our constituencies (e.g., Caribbean, African American, Hispanic, Korean)
	

	
	

	
	

	
	

	
	



	The information from this table is the basis for a list of the type expertise needed on the board.  This list will be useful to those tasked with cultivating potential board members (typically the president, but perhaps others as well), and those who must nominate or elect new members.

Decision Box
	Who should receive this table (once completed) and the list of type board members needed?  If our board is self selecting (i.e., current members elect new members) then the board needs this information.  If board members are selected by an outside group (e.g., a denominational committee), this information must be provided to that outside group.

	Comments:



Add the correct answer to the text above.




The second list that must be produced by this committee is a list of potential new board members.  The president or other leaders will be cultivating relationships with people on this list.  

How can potential board members be cultivated?  Long before approaching them about board membership, invite them to school events, ask for donations, and especially find ways to involve them as volunteers.  Types of volunteer involvement might include serving on short-term projects or tasks forces, joining a special group of volunteers and donors (e.g., an advisory board, the president’s cabinet, or serving as members of board subcommittees).

Before approaching a prospect about membership, the potential member must be evaluated as to whether he or she would be an asset to the school.  How can potential board members be evaluated?  The president should look for informal times to discuss the prospect’s testimony. The president and anyone on the board who has personal knowledge should assess the prospect’s character and spirituality.  The president should look for informal times to discuss the school’s mission, and the prospect’s interest in what the school accomplishes.  Two tests of the prospect’s passion for the school’s ministry are his or her work on volunteer projects and whether he or she gives donations.  If they do not work hard on a project, they just may not have the passion needed to be an effective board member.  Check if they are already a donor of record.  If not, test their passion for our mission by asking for a contribution (without mentioning anything about being considered for the board).  If they do not make a donation after being asked a couple of times (by different people perhaps), assume they probably do not have the passion needed to serve on the board of our school.

	A person who is being seriously cultivated as a board prospect needs relationships with more than one board member.  Perhaps the president will take the prospect to lunch along with another board member.  That other board member might do some type of follow up (e.g., invite the prospect and his or her spouse to the board members home for a social evening, attend a social event together).  Perhaps the prospect will be invited to a social event for board.  Perhaps the prospect will be asked to serve on a committee or project along with some board members.

	When a prospective board member is approached, he or she will need information about what it means to be a board member.  A one or two page summary of board members responsibilities should be given to the prospect (see What it Means to be a Board Member in the appendix).  Informing the potential member before he or she makes a commitment will help assure a new member will be an active member who will fulfill expected responsibilities.  

B. [bookmark: _Toc241326438]Orienting New Members
	Orientation begins before one is appointed to the board.  As already discussed, a one or two page description of board responsibilities should be given to a prospect when he or she is considering service (see “What it Means to be a Board Member” in the appendix).  If the prospect decides to seriously consider board service, a more complete orientation will be initiated.  This is done before formal nomination and appointment so that the board only contains committed and appropriate members.  A knowledgeable and sincere "no" from those invited to be a nominee is better in the long run than an uninformed, half-hearted "yes."  Time must be taken before appointment to assure that both the board and a potential candidate are convinced that they should proceed with board appointment.  Some mistakes are more easily prevented beforehand than fixed afterwards.

	Parts of this handbook serve as a component of the new member orientation.  Table 6 details which sections should be read for that purpose.

TABLE 6
COMPONENTS OF THIS HANDBOOK USED IN NEW MEMBER ORIENTATION
	Component
	Read Carefully
	Skim or Skip

	How to Use this Book
	X
	

	I. Purpose of the Board of Directors
	X
	

	II. Duties and Responsibilities of Board Members
	X
	

	III. Qualifications
	X
	

	IV. Officer Job Descriptions
	
	X

	V. Committees
	
	X

	VI. Administration
	X
	

	VII. Policies
	X
	

	VIII. Board Development
	
	X

	Appendix
	
	X



	Other components of the new member orientation are detailed in Table 7.  A member of the Personnel Committee is tasked with managing the complete orientation.  He or she should be staying in contact with the new member until the complete orientation is finished.

TABLE 7
NEW MEMBER ORIENTATION
	Area of Orientation
	Person Responsible to Orient this Area

	1. Responsibilities Handout (see appendix: What it Means to be a Board Member)
	President

	2. School Catalogue
	President or Board Chair

	3. Mission & Goals
	President or Board Chair

	4. History
	President or Board Chair

	5. Vision and Plans (e.g., Strategic Plan, Five Year Plan).  Receive a copy.
	President or Board Chair

	6. Campus tour (possibly sit in on a class and/or chapel)
	President

	7. Annual Affirmation
	President or Board Chair

	8. Highlights from Board Handbook (i.e., this document – particularly the sections assigned as new member orientation).  Receive a copy.
	Member of Personnel Committee (i.e., multiple contacts with new member until new member has completed the reading of all sections assigned as new member orientation).  Begin by explaining which sections to read and how to use the document as a new member orientation.

	9. Description of board committees and discussion of which committees might be most appropriate for the new member
	Member of Personnel Committee

	10. Information about administrators, faculty, and staff.  Meeting key administrators, faculty, and staff
	President

	11. Information about and meeting with current board members
	Board Chair

	12. Most recent budget and annual audit
	Board Chair or Business Manager

	13. Highlights from most recent self study.  Receive a copy.
	Academic Dean

	14. Highlights from most recent annual institutional research report (i.e., from assessment plan).  Receive a copy.
	Academic Dean or Director of Institutional Research

	15. 
	

	16. 
	

	17. 
	

	18. 
	



Decision Box
	Do you want to assign any of the above responsibilities to other personnel?  If so, revise the table.  What other orientation responsibilities do you want to assign?

	
Comments:






Integrate decisions into this handbook



Decision Box
	How much of the orientation process must be completed before formal nomination?  When will the rest be completed (e.g., before first board meeting).  Who will be responsible to assure that each nominee or new member has completed orientation by the assigned date?  (Suggestion:  Complete rows 1-6 before formal nomination, complete row 7 before first board meeting, complete rows 8-13 during first year of service.)

	
Comments:






Integrate decisions into this handbook



C. [bookmark: _Toc241326439]Ongoing Training of Members
	Training must be ongoing.  There are a variety of methods that can be used for ongoing training.  A few are:
· Having an outside expert teach on board effectiveness at a board retreat or during a board meeting (possibly during a meal)
· Having an outside expert sit in on a meeting to evaluate its effectiveness and suggest better ways of opperating
· Having a member of the board teach on board effectiveness at each board meeting (preferably rotating responsibilities so that each member reports on a publication or online resource)
· Sending articles or recordings on board effectiveness along with materials provided before each meeting
· Attending a conference or workshop on board effectiveness (Consider having one board meeting per year at an annual workshop of an organization that gives training on board effectiveness.  The ABHE and some other accrediting associates include training in board effectiveness as part of their annual meeting.  Piggybacking on our school’s accrediting agency’s meeting also can provide other benefits to the school.)
· Asking board members to review one section of this book before each meeting so that issues in that area can be discussed at the meeting.

D. [bookmark: _Toc188758502][bookmark: _Toc188758565][bookmark: _Toc241326440]Resources
	Various organizations (e.g., National Center for Non-Profit Boards, Association of Governing Boards) provide excellent resources for board members. The Crowell Trust Foundation has a very useful training video entitled, “Governing Boards that Effectively Serve.”  This video could be incorporated into board orientation.

	Two websites that are an excellent resource for non-profit boards are www.boardsource.org and www.agb.org.  These contain articles, information on conferences, bookstores, magazine subscriptions, and useful links – all on subjects useful to those who serve on non-profit boards.  Whatever method of training is chosen, the board development committee should become a resource to the board for providing materials (e.g., magazine subscriptions, books, articles, recordings), recommending speakers, or arranging participation in conferences.

E. [bookmark: _Toc241326441]Evaluating Contributions of Individual Members and Performance of the Entire Board
	Evaluation is a touchy subject.  However, it cannot be avoided.  Our accrediting agency will insist on it, and it is a valuable means of assuring our board will remain effective.  There is a sense of accountability that happens when people know their work is evaluated.  This sense of accountability can result in a more serious attitude toward board service.

Without an ongoing program of board evaluation, there cannot be an effective program of ongoing board improvement.  The board must have systems to both evaluate itself as a whole, as well as evaluate each member.  It can also be useful to evaluate officers and committees, meetings, reports, training, and even the evaluation system itself.  

When members lose interest, become sporadic in attendance, contribute less and less time or money, and they help drag the board down into mediocrity, there needs to be a way to break the inertia and aspire to greatness.  New blood is needed.  Instead of dismissing members, this often merely requires an honest look by each individual as to whether they still have the passion and ability to help make the college great.  This can reignite their passion for board service.  Other times we do people a favor by helping them find a way out of burdensome duties of membership (e.g., put them on an honorary board or president’s advisory council instead of the board of directors). Normal rotating terms of three or four years with the option to be re-appointed once or twice before a mandated sabbatical may give ineffective board members an honorable way to complete their term of service and for both the board and the individual member reevaluating whether or not they really are the most effective available member of the board. This also sets a culture of some members leaving the board annually and new members joining annually. Board members may also wish to resign prior to the completion of a term for any number of reasons. 

There are many good evaluation systems.  The same system does not have to be used every year, but the variety of systems will allow for the strength of different systems to strengthen the board over a period of years (e.g. three or six years corresponding to one or two terms of service).  Sometimes it is helpful to bring in outside experts to evaluate board  functioning, accounting systems, fundraising strategies, or other matters. Evaluation forms are helpful.  A different evaluation instrument (possibly focusing on a different area) could be distributed at each year (and a report given each year from the previous survey).  An extensive evaluation is especially appropriate when the Chair or president retires or resigns.

	There are various options (and forms) for board member evaluation in the appendix.  The board may want to alternate between option one (i.e., a form for evaluating individual board members) and option two (i.e., a form for evaluating both the individual board members as well as the board as a whole).  There is a Board and Committee Satisfaction Evaluation form.  The board members might also decide to evaluate their Chair.
 
Evaluations should not be done under tense circumstances, in the midst of a crisis, or when there is a conflict among members.  It is also best to not have the Chair or president involved in asking for evaluations.  Returning completed evaluation surveys to someone who is neither on the staff or board of the school (e.g. a consultant, friend of the school, respected pastor) can result in more candid answers and a higher response rate.  The person receiving the survey could then compile the responses and submit a report to the personnel committee, Chair, and/or president.  Thus, the leadership learns whether certain issues are broadly felt as needing change, or are only important to one or two people.

The evaluation of individual members should be annual, include a self-evaluation, and include another evaluation (e.g., by the Personnel Committee, by the Chair and president, an evaluation by fellow members).  In our school, the additional evaluation is conducted by __________________ and only read by the Chair and president.

Decision Box
Who will do the additional evaluation for our school (e.g., the Personnel Committee, Chair and/or President, a specified number of fellow board members)?
	
Comments:






	
Evaluations will show both strengths and weaknesses.  We should note whether a certain types of strengths or weaknesses (e.g., attendance, giving, service on committees) are common to several members.  Strengths should be celebrated.

Decision Box
	Do we want to somehow the board member who is strongest in each area of the evaluation?  If so, how?  Would such an evaluation be de-motivating to other members?

	____ Yes      ____No

Comments:







	Weakness should be attended to.  In some cases, member’s weak evaluation should result in a diplomatic talk from the president that may start with, “I know that circumstances and priorities change.  Am I perceiving that right now serving on the board of this school may not be one of your top priorities?...” Criticisms are usually best sandwiched between honest opening affirmations of strengths and concluding expressions of  hope for a more satisfactory future, sometimes with offers of assistance to achieve the more satisfactory future.  

	Another part of the evaluation function is to assure that board members remain suitable stewards of the school.  This is accomplished by distributing a statement to each board member for them to sign and return (see Annual Affirmation in the appendix).  Any board member who does not return the Annual Affirmation by the due date is to be called by a member of the Personnel Committee to assess whether he or she still remains a suitable member of the board.

	It is not necessary for chapter VII to be summarized in your bylaws.
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