


















































directors must thoughtfully weigh the
type of person it requires. A board
should pose this question to itself, “At
this point in our organizational life, do
we need a bold initiator, an aggressive
fund developer, a savvy politician, or a
smooth manager?” The board must
decide and then determinedly set out to
find the candidate of the highest quality.
If a board fails to hire the right executive
in the first place, everything else is
catch-up.

® The board of directors establishes
the compensation and conditions of
employment for the executive director.
The board of directors must not relin-
quish control “of this key personnel
responsibility. The board should always
be in the driver's seat. The executive
director serves at the pleasure of the
board and should be exempt from all
standard personnel policies. This is a
condition of employment. Expectations
must be clear and certainly equitable.
Excellence should be rewarded and in-
adequate performance penalized. The
board should establish and observe a
regular schedule for salary reviews. An
executive director should never be put
in the position of reminding the board of
the need to review his or her salary or to
suggest an increase. The executive
director may be asked to present a com-
pensation package for other staff, but
the establishment of the top manager's
salary and benefits is strictly the board’s
prerogative.

® The board of directors must not hesi-
tate to evaluate the executive's perfor-
mance regularly. Too often, after com-
pleting an exhaustive search for a top
executive, the board of directors heaves
a collective sigh of relief and assumes
its obligation is complete. Performance
objectives should be set and regular
reviews of the executive director ob-
served. Boards shouid never leave an
executive in doubt about his or her per-
formance. Many boards wait until it is
too late, until there are problems. In the
absence of regular performance
reviews, the rumblings from the board of
a need to take stock of the executive
can usually be translated to mean,
“We've got a serious problem here!" By
this time, it's usually too late.

Fairness to an executive director dic-
tates clear expectations and regular
feedback. It is one of the ironies of
organizational life that the staff with
most discretionary power gets the least
supervision and feedback. There are
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101 things an executive could be
doing—fundraising, organizational
development, program development,
public relations, coalition building, fence
mending. The question is—what should
he or she be doing and is it being done
well? Most professional executives
welcome critiques when expectations
have been made clear.

Financial Stewardship

The board is responsible for the finan-
cial integrity and solvency of the cor-
poration:
® The board of directors must take a
lead in the development of financial
resources. First, all board members
have an obligation to make a personal
contribution to the organization. What
right have directors to ask others in the
community to give when they have not
contributed a significant personal gift
themselves. Second, they must be will-
ing to assist in fundraising. This cannot
be totally delegated to staff. The board's
assistance can take a variety of forms,
such as making personal contacts,
identifying sources or engaging in
fundraising events to name a few. Third,
if the board's corporate abilities are in-
sufficient to generate adequate operat-
ing resources, it must realistically invest
organizational resources in competent
staff and investment capital to generate
additional funds.
® The board of directors must set con-
ditions and standards for all funds
solicited in the organization’s name.
This includes reviewing and approving
all proposals for governmental or
philanthropic support and plans for
fundraising campaigns. Boards need be
aware that this is a potential point of ten-
sion in board-staff relations, particularly
when resources are tight and staff have
worked hard to prepare a funding pro-
posal or engineer a grant. The board
must constantly be aware of the fact,
and staff occasionally reminded, that
only the organization itself is eligible for
a tax-deductible gift, staff's hard work
notwithstanding. If staff wants to have
the final word, they need to incorporate
as a 501(c)(3) organization.
® The board of directors must exercise
fiduciary care of the funds entrusted to
the organization’s use. Board members
are trustees for these public monies
(outright governmental grants or
charitable contributions which consti-
tute diverted tax dollars) and have per-
sonal financial responsibility for exercis-

ing prudence in fiscal planning, controll-
ing and reporting. Evidence of due
fiduciary care includes approving the
organization's budget, calling for regular
financial reports and audits, insisting on
appropriate policies and controls for
deposits, expenditures, purchasing and
investments; and avoiding self-serving
policies and conflicts of interest. Boards
of directors have a moral and legal
responsibility for reasonable oversight of
the financial affairs of the corporation.
® The board of directors must engage
in sound long-range financial plan-
ning. The board must concern itself not
only with today’s revenues but also
tomorrow's. Many not-for-profit
organizations begin with government
demonstration grants or foundation
seed money. From day one, the board
must develop a plan for making the tran-
sition to self-sufficiency when these
funds are exhausted. Further, boards
must be alert to future growth needs and
plan accordingly. Will client populations
increase due to changing governmental
policies or economic conditions? Will
capital expenditures be needed to
replace worn-out or outmoded equip-
ment and facilities? Can giving patterns
be expected to increase or decrease?
These are some of the questions a for-
ward-looking, fiscally responsible board
must be asking itself.

Constituting the Community
Connection

The sixth function of boards involves
serving as a link between the com-
munity and organization:
® The board of directors represents
the public interest. An organization with
not-for-profit status enjoys special pri-
vileges. A public trust is implicit in an
organization that receives either govern-
ment funds or charitable gifts, and the
board of directors is the guardian of that
trust. The board has a moral respon-
sibility to the community-at-large to en-
sure both program and fiscal account-
ability.
® The board of directors represents
the interests of particular publics.
Members are frequently elected to
represent such groups as the elderly,
handicapped, certain neighborhoods,
consumers or racial and ethnic
minorities. The purpose is to ensure that
the full range of community views and
values are incorporated into organiza-
tional decision-making.
® The board of directors represents
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Do older Americans volunteer?
Yes, they do. A 1981 survey con-
ducted by the American Association
of Retired Persons showed that 30
percent of Americans over 55 were
serving as volunteers. Of those not
volunteering, 20 percent said they
were interested in doing so. In broad
terms, there are nearly 25 million
potential older volunteers, but at
present older Americans volunteer
in numbers far less than those of
other age groups.

Do young people volunteer?

Yes. The 1981 Gallup survey indi-
cates that last year 7.7. million
young people aged 14-17, or 53
percent, volunteered.

What kinds of volunteer jobs do
young people do well?

When they are treated seriously as
responsible people, and are given
appropriate training and supervi-
sion, young people can do many of
the volunteer jobs that adults can
do.

Why is it important to challenge
young people to volunteer?
Volunteering gives young people
meaningful work experience and
smoothes the transition from youth
to adulthood. Volunteering provides:
® The opportunity to explore career
options.

® The opportunity to reinforce and
apply the basic skills acquired in
academic work, and to gain an un-
derstanding of effective work habits.
@ The opportunity to make deci-
sions.

@ The opportunity to interact with
adults.

® The opportunity to serve the
community and thereby contribute
to the welfare of others.

@ The opportunity to test values.
Volunteering provides a means
through which young people can ex-
plore, question, and decide what it is
they wish to be. As a training ex-
perience in citizenship, youth volun-
teering becomes a vital investment
in our nation’s future.

How do neighborhood groups fit
into volunteering?
The biggest growth in recent years

within the volunteer community has
been in the area of neighborhood
organizations. Such efforts include
local crime prevention, clean-up
campaigns, child-care services, and
housing and street repair. Neighbor-
hood-based volunteering by its
nature can be flexible and quickly
responsive to needs that arise. Ad
hoc groups can form to deal with a
specific problem and disperse when
that project is completed. Self-help
and advocacy groups frequently
operate on the neighborhood level,
as do community partnerships,
which combine private and public
resources.

Do people who have paid jobs
volunteer?

Yes. A 1981 Gallup survey shows
that in fact 55 percent of full-time
employed people, both men and
women, are volunteers.

But isn’t it true that because more
women are working at paid jobs,
they are no longer volunteering?
Apparently not. All evidence sug-
gests that working women continue
to volunteer. As the role of women
has changed, however, so have their
requirements for their volunteer
work. More flexibility in scheduling,
assignments closer to home, and
volunteer activities that mothers
can share with their children are
among the options that allow
volunteering to continue to be attac-
tive to women.

Is it true that Indlviduals can
receive credit on resumes for
volunteer work?

Yes, increasingly employers recog-
nize the valuable experience that
volunteer work represents. Largely
through the work of a single volun-
teer, Ruth March of Los Angeles, a
growing list of employers in both the
private and public sector recognize
such experience when considering
job applicants. Using and extending
the concept and basic | CAN
materials developed by the Council
of National Organizations for Adult
Education (CNO), a coalition of na-
tional voluntary organizations, work-
ing under the leadership of the
American Red Cross, has created a
special training program to help

volunteers identify the skills they
have gained. Some colleges are giv-
ing academic credit for documented
learning from volunteer experience
as well.

Clearly, volunteers have a role In
both the private and public sec-
tors. How, then, are they actually
integrated Into formal work set-
tings?

® In many formal settings, volun-
teer staffs are headed by a volunteer
coordinator, a director of volunteers,
or a volunteer administrator. This
position may be full-time or part-
time, paid or unpaid, but in most
cases will include recruiting, plac-
ing, training, supervising, and
evaluating volunteers, and planning
volunteer activity, for any organiza-
tions in which volunteers partici-
pate.

® In volunteer organizations, “pro-
fessional” usually refers to paid
staff. The distinction is made on the
basis of remuneration, not of skill or
competence. Misuse of the term
adds strain to the relationship be-
tween paid staff and volunteers, be-
cause many volunteers are, both by
occupation and by the kinds of
volunteer work they do, professional
in both their skills and their commit-
ment. An attempt to substitute the
term “paid staff” for “professional”
would represent a step toward eas-
ing what is often an ambiguous re-
lationship.

Is volunteering free?

Not completely. Except in the most
informal ad hoc situations, the
volunteering requires some finan-
cial backing ranging from small out-
of-pocket expenses to formal man-
agement and support structures.
Nevertheless, the dollars spent to
support volunteering are returned
many times over—volunteers con-
tribute over $64 billion in service to
our economy a year!

Are volunteers the answer to all of
America’s soclal priblems?

No. Whille it's important to recognize
the role volunteers can play in prob-
lem solving— a role which has often
been underestimated—it is also
necessary to avoid unrealistic ex-
pectations.
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