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Processes, 
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This case study examines an effective board of directors of a 
nonprofit organization. The research identifies three qualitative 
characteristics of the Board, seeks to understand benefits and 
challenges of this Board's diversity, the processes it follows and 
Board members perceptions of Board effectiveness. Twenty-seven 
active Board members are interviewed in depth, observed at Board 
and Committee meetings and surveyed as to their perceptions of 
Board effectiveness. The results are presented based on emerging 
data gathered over a six-month period of time. Thirty-seven 
different definitions of Board effectiveness have been identified 
by Board members in this study. 

Conclusions and implications are drawn from an analysis of the data 
and compared to current, larger research studies on board 
effectiveness. A new board member typology is suggested for 
understanding involvement of the board members. Implications for 
current and future research are offered. 



CHAPTER I 

O v e r v i ew o f  the S t udy 

I nt r oduc t i on 

The board of di r e c t o r s  o f  a nonp r o f i t  or gani z a t i on has 

the autho r i t y  and r es p ons i bi l i t y  t o  g ov e rn the o rgani z a t i on 

( Da y t on , 1 9 8 7 ) .  This  autho r i t y  and r e s p ons i bi l i t y  c a r r i es 

w i t h  i t  t he expec t a t i on that  t h e  board o f  di r ec t o r s  w i l l  

pe r f o rm i n  t he mos t  e f f e c t i v e  manner p o s s i b l e .  A perus a l  o f  

t he l i t e r a t u r e  revea l s  t h a t  t h e r e  i s  a dea r t h  o f  know l edge 

and i n f o rma t i on about how board members conceptua l i z e  board 

e f f e c t i v eness and how t he s e  pe rcept i ons i n f l uenc e board 

i n t e r a c t i ons ( H o l l and , Cha i t  & Ta y l o r , 1 9 8 9 ; G r ouchau , 1 9 8 9; 

M i dd l e t on , 1 9 8 7 ) .  The purpose of thi s s t udy i s  t o  

i nv es t i ga t e  a nonp r o f i t  o rgani z a t i on ' s  board o f  di r e c t o r s ' 

p e r cept i ons o f  board e f f e c t i veness . 

Nonpr o f i t  Organi z a t i ons 

Nonp r o f i t  o rg ani z a t i ons r e p r es ent an imp o r t ant and 

uni que p a r t  of t he Ame r i c an e xp er i enc e . They a l l ow 

i nd i v i dua l s  t o  e x p r e s s  t he i r p e r s on a l  conce rns and 

commi tment s  in a t ang i b l e manne r .  

O ' Conne l l  ( 1 9 8 1 ) captures t he s p i r i t  o f  t he nonp r o f i t  

s e c t o r  i n  hi s book , E f f ec t i v e  Leadership i n  V o l un t a ry 

Organ i z a t i ons : 



2 

The p r o b l ems o f  cont emp o r a r y  s o c i e t y  a r e  c omp l e x , the 

s o l ut i ons mo r e  i nv o l v ed and t h e  s a t i s f a c t i ons mor e  

obs cur e , but the bas i c  i ng r edients  a r e  s t i l l  the c a r i ng 

and the r es o l ve t o  mak e  things b e t t e r . F r om t he 

s imp l i c i t y  o f  thes e have c ome t oday ' s  e x c i t i ng e f f o r t s  

o n  beha l f o f  humani t a r i an caus es r anging f r om equa l i t y  

t o  env i ronment , and f rom hea l t h t o  p e a c e . P e op l e  who 

g e t  i n v o l ved w i t h  pub l i c  caus es o f t en open t hems e l v es 

t o  f rus t r a t i ons and di sappoi ntment , but - - through i t  a l l 

and a f t er i t  a l l --those moment s o f  making change happen 

f o r  the bet t e r  a r e  among t he i r  l as t i ng j oys . The r e  i s  

s omet h i ng wonder f u l l y  r ewarding i n  being p a r t  o f  an 

e f f o r t  that does make a di f f e r ence ( p .  x i i ) .  

The rapi d g r ow t h  o f  nonp r o f i t  o rgani z at i ons i n  the 

Uni t ed S t a t es is a f a i r l y  new phenomenon . Nonp r o f i t  

o rgani z a t i ons now numb e r  s omewhe r e  between 8 0 0 , 0 0 0  and 

2 , 0 0 0 , 0 0 0 ; " o f  the 1 2 4 , 0 0 0  a c t i v e  nonp r o f i t  o rgani z a t i ons 

c ount ed by t he Urban I ns t i tu t e  in 1 9 8 2 , t w o - t h i rds have been 

o rgani z ed s i n c e  1 9 6 0 "  ( Uni t ed Way o f  Ame r i c a , 1 9 8 7 , p .  6 8 ) . 

The t e rm nonp r o f i t  o rg ani z a t i on r e f e r s  t o  those l ega l l y  

cons t i t ut ed , nong ov e r nmen t a l  ent i t i es , i nc o rporated unde r  

s t a t e  l aw a s  cha r i t ab l e o r  n o t - f or-p r o f i t  c o r p o ra t i ons that 

have been set up to s e rv e  s ome pub l i c  g o od and are t a x  

e x empt a c c o rd i ng t o  t he Uni t ed S t a t es I n t erna l Revenue 

S e rv i c e  ( W o l f ,  1 9 8 4 ) . A l ong w i th t he i n c reased c omp e t i t i on 

b r ought about by t he g r ow t h  o f  nonp r o f i t  g r oups , f undi ng 

bodi es , and gove rnmen t a l  agenc i es , t h� med i a  and consume r 



3 

g r oups a r e  demandi ng t i ght e r  gove rnanc e , manag ement and 

f i s c a l  a c c ount abi l i t y  of nonp r o f i t  o rgani z a t i ons ( M i dd l e t on , 

1 9 8 7 ) .  H i ghl y pub l i c i z ed p r o b l ems s u r r oundi ng f und r a i s i ng , 

mi smanagement and l i abi l i t y  i s sues a s  we l l  as rapi d l y 

chang i ng pat t e rns o f  c l i en t  needs v e rsus avai l ab l e r e s ources 

has l ed to r ec ogni t i on o f  t he imp o r t an c e  o f  e f f ec t i v e  

management and gove rnance o f  nonp r o f i t  o rgani z a t i ons ( Man z a , 

1 9 8 7 ) . 

A g r ow i ng body o f  l i t e r a t u r e  has been dev e l oping on 

me t hods f o r  i n c r e a s i ng e f f e c t i v eness o f  nonp r o f i t  

o r g ani z a t i ons , s ome o f  i t  adapt ed f r om the f o r  p r o f i t  s e c t o r  

and s ome dev e l oped f r om d i r e c t  f i e l d  e x p e r i ences i n  the 

nonp r o f i t  s e c t o r  ( Ax e l r od , 1 9 8 8 ; Druck e r , 1 9 7 4  and 1 9 90 ; 

McConkey , 1 9 7 5 ;  McLaugh l in ,  1 9 8 6 ;  O ' C onne l l ,  1 9 8 5 ; Wi ehe , 

1 9 8 4 ;  W i l s on , 1 9 7 5 ) .  Thi s l i t e r a t u r e  g en e ra l l y  r e f l e c t s  

prac t i t i oners ' know l edge o f  wha t wo rks i n  t h e  f i e l d  and 

p r o v i d e s  p r e s c r i pt i v e  s t r a t eg i es f o r  s u c c es s . As 

p r o f es s i ona l i sm in t he nonp r o f i t  s e c t o r  g r ows , admi n i s

t r a t i v e  behav i or and gene r a l  manag ement p r a c t i c es a r e  being 

c ons i d e r e d  re l evant f o r  s t udy ( D rucke r , 1 9 7 4 ;  G oodman & 

P ennings , 1 9 8 0 ; L ov e l ock & W e inberg , 1 98 4 ; Simon , 1 9 7 6 ) . 

B o a rds o f  D i r e c t o rs 

" A l l l eg a l l y  i nc o r p o r a t ed nonp r o f i t  o rg ani z a t i ons a r e  

r equi red t o  have a b o a r d  o f  d i r e c t o r s "  ( W i dme r , 1 9 8 5 , p .  8 ) . 

B o a rd memb e r s  o f  nonp r o f i t  o r g an i z a t i ons a r e  v o l un t e e r s  who 

a r e  e i ther e l e c t ed by the member shi p of t he o rgani z a t i on o r  

app o i n t e d  as s t a t ed i n  t he b y l aws o f  t h e  organi z a t i on .  
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Gener a l l y ,  nonp r o f i t  boa rds have the r e sp ons ibi l i t y  t o  

d e f i ne and c l a r i f y  the or gani z a t i on ' s  mi s s i on s t a t ement and 

s e t  po l i c i es ; p r ov i de f o r f i nanc i a l  s t abi l i t y  of the 

organi z at i on ;  s e l e c t  and ho l d  a c c oun t ab l e the ex ecut i v e  

di r e c t o r ; and a c t  as l i a i s on between the c ommun i t y  and the 

o rgani z a t i on ( H an l on ,  1 9 7 7 ; Karn , 1 9 8 3 ; McL aughl i n ,  1 9 8 6 ; 

O ' C onne l l ,  1 9 8 5 ) . Kenne th Day t on ( 1 9 8 7 ) a s s e r t s , "You 

c annot l ong hav e a g ood manag ement w i t hout g o od g o v e rnanc e "  

( p .  1 ) . T h e  need f o r  e f f e c t i v e  g o v e rnance by nonp r o f i t  

boa rds has become r e cogni z ed a s  a v i t a l  c omponent a l ong w i t h  

g ood p r o f es s i ona l manag ement f o r  suc c e s s f u l  nonpr o f i t  

o rgani z a t i ons . 

E f f e c t i v e  g ov e rnance by boa rds o f  di r e c t o r s  c an be 

d e f i n ed in v a r i ous ways f r om v a r i ous p e r s p e c t i ves . One way 

to begin to und e r s t and what c on s t i tutes an e f f ec t i v e  board 

ma y be to und e r s t and the l eg a l  r equi r ements f o r  the 

n onp r o f i t  o rgani z a t i on and the board o f  di r e c t o r s  that a r e  

a c c oun t ab l e  f o r i t s o v e r a l l  operat i on .  

Lega l Requi r emen t s  

Nonp r o f i t  o rgani z at i ons mus t  be i nc o rp o r a t ed thr ough 

s t a t e  l aw in each of the 5 0  s t a t e s , and a r e  c ommon l y  

r e f e r r ed t o  as n ons t ock c o rp o r a t i ons i n  s t a t e  c odes . The 

nonp r o f i t  o rgani z a t i on and i t s  board mus t f o l l ow the r u l es 

and r es pons i b i l i t i es s e t  f o r t h  unde r  a r t i c l es of 

i n c o r p o r a t i on that a r e  indi c a t e d  by s t a t e  codes . As an 
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e x amp l e ,  t he Vi rgini a N ons t ock C o r p o ra t i ons Act ( 1 9 5 0 ) under 

Art i c l e  8 ,  S 1 3 . 1-8 5 3 , s t a t es : 

Requi r ement f o r  and dut i es o f  board o f  di r e c t o r s . 

A .  Each c o r p o r a t i on sha l l hav e a board o f  di r e c t o rs . 

B .  A l l c o r p o r a t e  p owe rs sha l l be e x e r c i s ed by o r  under 

the autho r i t y  o f , and t he bus i ne s s  o f  the c o rp o r a t i on 

managed unde r  the d i r e c t i on o f , i t s  board o f  di r e c t o r s , 

sub j ec t  t o  any l imi t a t i on s e t  f o r t h  i n  t he a r t i c l es o f  

i n c o r p o r a t i on ( Code 1 9 5 0 , S 1 3 . 1 - 2 2 0 ; 1 9 5 6 ,  c . 4 2 8 ; 1 9 8 3 , 

c .  3 9 3 ; 1 9 8 5 , c .  5 2 2 ) .  

Af t e r  Ar t i c l es o f  I nc o r p o r a t i on a r e  c omp l e t ed f o r  the 

nonp r o f i t  o r g ani z a t i on ,  i t  ma y t hen app l y  f or f ed e r a l  

nonp r o f i t  s t a t us . T h e  f ed e r a l  gove rnment r e c ogni zes the 

n onp r o f i t  s t a t us o f  o rgani z at i ons by qua l i f y i ng c e r t a i n  

nonp r o f i t  o rgani z a t i ons f o r  t a x  r e l i e f . Fede r a l  t a x  

e x emp t i on qua l i f i ca t i on i s  c o v e r ed und e r  t he I . R . S .  Code , 

S ec t i on 5 0 1 ,  " E xemp t i on f r om T a x  on C o r p o r a t i ons " 

( De p a r tment o f  the T r easur y , 1 9 8 8 ) . 

Nonp r o f i t  o rgani z at i ons t hat  w i s h t o  app l y  f o r  t a x  

e x empt s t a t us mus t adhe r e  t o  c e r t a i n  l imi t a t i ons and 

r es t r i c t i ons on t he i r  a c t i v i t i es whi ch a r e  p l aced on t hem by 

f ed e r a l  r egul at i ons ( De p a r tment of the T r easur y , 1 9 8 8 ) . The 

bas i c  l eg a l  d i s t i nc t i on of nonp r o f i t  o rgani z a t i ons ( i n order  

to  q ua l i f y for  tax  r e l i e f ) is  that  a n onp r o f i t  " i s  

p r ohi bi t ed f r om d i s t r i bu t i ng revenue o r  earnings t o  i t s 

s t ockho l de r s  ( t he f ounde r s , manag ement and / o r  board o f  

d i r e c t o r s ) "  ( A l l eman , 1 9 8 5 , p .  2 9 ) . P r o f i t s ea rned by 
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nonp r o f i t  o r gani z a t i ons mus t  be put back i n t o  the 

organi z a t i on ' s  oper a t i ons o r  us ed f o r  other nonp r o f i t  

purpos e s . T a x  e x empt s t a t us enab l es nonp r o f i t  o rg ani z a t i ons 

t o  be  e x empt f r om p a y i ng c e r t a i n  t yp e s  of t a x e s  and a l l ows 

the o r gani z a t i on to s o l i c i t  d ona t i ons f r om indi v i dua l s  or 

p r i v a t e  o rgani z at i ons who i n  t urn wi l l  r e c e i v e  a tax bene f i t  

b y  g i v ing t he cont r i but i on .  

S imon ( 1 9 8 7 ) sugge s t s  s t a t e  and f ed e r a l  t a x  s y s t ems 

have b e c ome imp o r t ant f a c t o r s  i n  shaping the behav i o r  o f  the 

n onp r o f i t  s e c t o r . There a r e  d e f i n i t e  c os t s  and bene f i t s  t o  

nonp r o f i t  o rgani z a t i ons i n  r e c e i v i ng f ed e r a l  t a x  e x empt i ons . 

A c o s t  t o  t h e  n onp r o f i t  o rgani z a t i on t ha t  r e c e i v es t a x 

e x emp t s t a t us ma y b e  t h e  l imi t a t i ons p l a c ed o n  i t  by 

government r egu l a t i ons v e rsus the bene f i t  o f  o f f e r ing 

f ed e r a l tax d educ t i on to p o t en t i a l  donors . 

B e y ond t he c l ea r l y  d e f i ned f r amew o r k  f o r  l ega l l y  

e s t ab l i s hing nonp r o f i t  o r gani z a t i ons , other f a c t o r s  need t o  

b e  und e r s t ood w i t h  r egard t o  what c ons t i t u t e s  e f f ec t i v e  

nonp r o f i t  o r gani z a t i ons and t he i r  gove rning boards . The 

imp a c t  of i nd i v i dua l board membe rs ' p e r cept i ons o f  board 

e f f e c t i v eness may p r e s ent an opp o r t uni t y  f o r  f urther  

und e r s t anding . 

Ra t i ona l e  f o r  t h e  S t udy 

Today ' s  boa rds o f  d i r e c t o r s  o f  nonp r o f i t  o rgani z a t i ons 

a r e  f ac e d  w i t h  mo r e  cha l l eng es t han e v e r  bef o r e . S ome o f  

t h e s e  cha l l enges a r e  i nc r ea s ed c omp et i t i on f o r  v o l un t e e r s  

a n d  mon e t a r y  c ont r i but i ons , l imi t ed gove rnmen t a l  f unding , 
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g reater demands by c l ien ts and s t a f f , g reater a c c ountabi l it y  

f r om f under s ,  mo re g overnment regu l a tions , techn o l ogic a l  

advan ces t hat  inc rease c l ient expe c t a t ions and g reater 

diversity o f  board membe r s . 

Boa rds mus t  be ab l e  t o  per f o rm t heir responsibil ities 

to t he bes t  of their abi l ities in a changing environment 

whi l e  keeping the o r gani z a t ion f o cused on its mission and 

p l anning f o r the future of t he o r g aniz a tion . This 

rep resen ts no easy t a sk . 

A l ong wit h  t his , it mus t  be rec ognized t hat the 

member s hip o f  boa rds o f ten changes regu l a r l y  as boards 

s t rive f o r  representa tive diversity as wel l as regu l ar  

r o t at ion o f  o f ficers and membe rs (Han l on ,  1977; O ' Conne l l ,  

198 5 ) .  A l t hough this ma y c reate s ome l evel o f  ins t abi l it y , 

representa tive diversity and r o t ation a re in tended t o  

s t rengthen t he board b y  bringing many dif fe rent c ommunit y  

viewpoints ont o t he bo a r d . This po tentia l f o r  s t reng thening 

the board is p a r t  of t he unique cha l l enge f o r nonp r ofits o f  

maintaining the ba l ance bet ween the expe rienced and va l ued 

cur rent board member s  and diverse , interes ted new board 

member s . Once diversity o f  board members is ac hieved , that 

diverse g r oup ( inc l uding those who have l ong term 

experiences on t he boa r d )  mus t be ab l e  to underst and 

p r ob l ems and opp o r t unities simi l a r l y and make decisions f o r 

t he o rg aniz a tion . 

Cur rent resea r c h  on n onp r o fit o rgani z a tions a l s o 

acknow l edges t here a re v a rious per s ona l mo tivations f o r  
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indivi duals j o ining boa rds . Those mo t i v a t i ons can range 

f r om a l t ru i sm to the des i r e to bec ome mo r e  f u l l y  i n t eg r a t ed 

i n t o  the communi t y ,  t o  dev e l oping n ew c i r c l es o f  f r i ends , t o  

g a i n i ng s t a t us and p r e s t i g e , o r  al l ev i a t i ng f e e l i ngs o f  

l on e l iness  ( Mi ddle t on , 1 9 8 7 ; Schind l e r - R a i nman & L i pp i t t , 

1 97 5 ) .  

B e y ond t he r e a s ons p e op l e  j o i n  boards , t h e r e  a r e  on

g o i ng mo t i v a t i ons that  ma y ho l d  t he board t ogether  

( c ommi tment to  t he o rgani z a t i on and i t s  g o a l s ,  o r  

wi l li ngnes s t o  v o l un t e e r  a s  a board memb e r ) and s us t a i n  i t . 

B o a r d  memb e r s  a r e  d i s t i n c t  i nd i v i dua l s  who have c ome t o  the 

board w i t h  di f f e r ent l i f e  e xp e r i ences , values and needs and 

may cont i nue w i t h  the board f o r  d i f f e r ent r e a s ons . 

Y e t  s ome r e s ea r ch i dent i f i ed c ommon chara c t e r i s t i c s i n  

suc c e s s f u l  n onp r o f i t  o rg ani z a t i ons and t he i r  boa rds o f  

d i r e c t o r s  ( Conrad , 1 9 8 3 ; H o l l and , Chai t ,  & Ta y l o r ,  1 9 8 9 ) . 

One me t hod cur r ent l y  us ed t o  measure a c t ua l  board 

invo l v ement and e f f e c t i veness is s e l f - assessment surveys 

comp l e t e d  by t h e  t he board memb e r s  t hems e l ves . Thi s o f t en 

r ep r esents  a p r e l imi na r y  s t ep t ow a rd i nc r eas i ng awareness i n  

board memb e r s  that  they  ma y n e e d  t o  imp r o v e  t he i r  

gove rnanc e . A l ong w i t h  t h i s , t h e r e  n eeds t o  be a be t t e r  

unders t anding o f  board membe r s ' own p e r c ept i ons o f  what 

c ons t i t u t e s  e f f e c t i v e  g ov e rnance o f  nonp r o f i t  boards . To 

da t e , v e r y  l i t t l e r e s e a r ch has been c onduc t ed on t h e  

out c omes o f  s e l f - a s s es sment surveys o f  membe rs ' p e r c ep t i ons 

of e f f ec t i v enes s of boa rds . 



A l l eman ( 1 9 8 5 )  i n  h i s  s tudy o f  P e r c e i ved Behav i o r s  o f  

For - P r o f i t  Corpo r a t e  Di r e c t o r s  When S e r v i ng on Boa rds o f  

Di r e c t o rs o f  Uni t ed S t a t e s  N o t-For-P r o f i t  I ns t i t ut i ons 

s t a t e d , " Th e r e  does n o t  appear t o  be anything pub l i shed t o  

dat e  o n  t he ' pe r c ei ved behav i o r ' o f  f o r-p r o f i t  di r ec t o r s 

when they s e rv e  on boards o f  not-f o r-p r o f i t  o rg ani z a t i on s "  

( p .  2 5 ) . I n  hi s conc l uding chapt e r , he sugges t s  
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t ha t  i n s t ead o f  r es t r i c t i ng t h e  s t udy o f  the p e r c e i ved 

behav i o r  o f  f o r - p r o f i t  di r ec t o r s , a d i f f er ent app r oach 

might be t aken in s t ud y i ng not - f o r - p r o f i t  di r e c t o rs in 

gene r a l  and t hen ana l y z i ng t he behav i or a l  p e r c ep t i ons 

of those  di r ec t o r s  who a r e  and those who are not 

bus i ness p e op l e  to d e t e rmi n e  i f  there are s i gni f i cant 

d i f f e r ences . . . .  I de a l l y ,  the c ombi na t i on of hav i ng not 

on l y  the ' pe r c ept i ons ' r ep o r t ed but o f  p e r s ona l l y  

obs e rv i ng t he behav i o r  i n  not - f o r-p r o f i t  board mee t i ngs 

wou l d have added ano t h e r  d imens i on ( p .  2 0 4 ) . 

Purpo s e  o f  the S t udy 

The purpose o f  t h i s  s t udy i s  t o  i dent i f y  d es c r i b e  and 

ana l y z e  b o a r d  membe r s ' p e r cept i ons of board e f f ec t i v eness i n  

one nonp r o f i t  o r g ani z at i on . W i th t h e  und e r s t anding o f  how 

board memb e r s  may d e f i ne t h i s  phenomenon di f f e r ent l y ,  those 

d i f f e r ences and t he i r  e f f ec t s  on the board may be 

unde r s t o o d . Thr ough t hi s  i n s i ght , dev e l opment o f  mor e  

approp r i a t e  methods o f  board memb e r  r e c rui tment and t ra i ni ng 

t o  i mp r ov e  board e f f ec t i veness may be s u c c e s s f u l l y  e xp l o r ed . 
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For eshadowed P r o b l ems 

Thi s s t udy , whi ch us es an e t hnog raphi c app roach , begins 

wi th f o r eshadowed p r o b l ems i n  c ont r a s t  to t he r e s e a r ch 

hypothes es o f  quant i t a t i v e  s t udi es ( Ta y l o r  & B ogdan , 1 9 8 4 ) . 

Foreshadowed p r ob l ems he l p  t o  f ocus the s t udy and r ep r e s ent 

a beg i nning o f  f o rma l i nqui r y , guide the r e s e a rche r , and may 

be r e f o rmu l a t ed s ev e r a l  t imes dur i ng the s t udy . 

The f o r eshadowed p r o b l ems c ons i de r e d  i n  t h i s  s t udy 

i nc l ude : H ow do v o l un t e e r  board members o f  a nonp r o f i t  

o rgani z a t i on d e f i n e  t he i r r o l es , the board they s e r v e  on , 

and t he i r  a c t i v i t i es as they r e l a t e  t o  the boa rd? What a r e  

t h e  p e r c ept i ons o f  b o a r d  e f f ec t i v enes s he l d  b y  board 

memb e r s ?  Do board members ' p e r c ept i ons o f  board 

e f f e c t i veness d i f f e r ?  H ow do d i f f e r ences i n  board members ' 

p e r c ept i ons i mp a c t  board e f f ec t i veness? 

The f o l l ow i ng t e rms are def ined f o r c l a r i t y  o f  the 

f or eshadowed p r o b l ems : 

1 .  B o a rd e f f ec t i v eness - The a c c omp l i shment o f  t he 

r o l es and r e s p ons i bi l i t i es o f  the board o f  di r e c t o r s in 

a c c o r d  with the organi z at i on ' s  mi s s i on as d e f i ned i n  the 

a r t i c l es o f  i n c o rpora t i on and/ o r  the by- l aws o f  the 

organi z at i on .  

2 .  Board o f  di r ec t o r s  - The l ega l l y  c ons t i tut ed body 

o f  p e r s ons whi ch v o l unt a r i l y  g ov e rns the a f f a i r s o f  the 

nonp r o f i t  organi z at i on .  ( The t e rm "board"  wi l l  b e  used 

thr oughout thi s paper to r e f e r  to thi s g r oup . ) 



3 .  B o a rd ro l es - Thos e  f unc t i ons s t a t ed i n  the 

a r t i c l es o f  i nc o rp o r a t i on and / o r  the by- l aws o f  the 

nonp r o f i t  o rgani z a t i on such as po l i cy  d ev e l opment , f i s c a l  

s t ew a rdship and s t r a t e g i c  p l anning . 
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4 .  N onpr o f i t  o rgani z at i on - An o rg an i z a t i on f o rmed 

f o r  a pub l i c  g ood , l ega l l y  i nc o rp o r a t e d  as a nons t ock 

c o r p o r a t i on i n  whi ch i t s  memb e r s  or managers r e c e i v e  no 

f i nanc i a l  gain " e xcept as a p r oper g rant a c c o rding to i t s 

s t a t ed approved purpos es , o r  as s a l a r i e s  p a i d  f o r  emp l oyee

t ype s e rv i c e s  r endered to  t he o rgani z a t i on ( O l eck , 1 9 8 0 , p .  

2 1 ) . A l t hough s ome nonp r o f i t  organi z a t i ons may p r oduc e 

p r o f i t , the p r ima r y  c r i t e r i on i s  one o f  purpose as 

i dent i f i ed i n  t he c o r p o r a t e  cha r t e r . 

5 .  V o l un t e e r  board memb e r s  - Thos e p e r s ons who a r e  

e l e c t ed o r  appoi nt ed by the membership o f  the nonp r o f i t  

o rgan i z at i on ( o r a s  s t at ed i n  i t s  a r t i c l es o f  i nc o rpo r a t i on )  

t o  s e rv e  on i t s board . The s e  p e r s ons a g r e e  t o  s e rve 

wi l l i n g l y as v o l un t e e r s  w i t hout bene f i t  o f  f i nanc i a l  g a i n . 

6 .  E x e cut i v e  Di r e c t o r  - The mos t s en i o r  p a i d  

manag e r i a l  s t a f f  pe r s on o f  t he nonp r o f i t  organi z a t i on .  The 

j ob f un c t i ons of t h i s  p e r s on a r e  r e f e r r e d  t o  as 

admi ni s t ra t i on and manag ement and enc ompass the da y - t o-day 

ope r a t i ons o f  t h e  o rgani z a t i on .  
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Methodo l ogy 

T o  unders t and t he phenomenon o f  indi v i dua l board 

membe rs ' p e r c e p t i ons o f  board e f f ec t i veness a r es ea r c h  

method o l ogy mus t be us ed " t o  d i s cover  the cul t ura l know l edge 

peop l e  are us ing to o rg ani z e  t h e i r  behav i o r "  ( Sprad l ey ,  

1 9 7 9 , p .  30 ) .  S i nce t h i s  s t udy was e xp l o r a t o r y , 

des c r i p t i v e , and ana l y t i c a l , e t hnog raphy was chos en as the 

app r o p r i a t e  methodo l og y . I t  a l l owed t he r e s e a rcher t o  

obs e r v e  and des c r i be what was occurring f r om the 

perspec t i ves of the i ndi v i dua l s  being s t udi ed . 

The r e s ea r ch d es i gn f o r  t h i s  s t udy was a case s t udy 

des i gn . Thi s c a s e  s t udy e x amined the Board o f  Di r e c t o r s of 

one nonp r o f i t  organi z a t i on and was c onduc t ed i n  the f i e l d ,  

using f l e x i b l e s t r a t eg i es s o  t hat  t he eme r g i ng data coul d 

d r i v e  t he des i gn ( Guba , 1 9 7 8 ; L i n c o l n  & Guba , 1 9 8 5 ;  Rodw e l l ,  

1 9 8 7 ) . 

P a r t i c i pant - obs e rv a t i on was used f o r  data  c o l l ec t i on . 

Thi s app r o a ch " c ombines documen t ana l ys i s , i n t e r v i ewing o f  

r esp ondents a n d  i n f o rman t s , d i r e c t  p a r t i c i pat i on and 

obs erva t i on ,  and i n t r os pe c t i on" ( Danz i n ,  1 9 7 8 , p .  1 8 3 ) . 

Speci f i c  c r i t e r i a  w e r e  us ed f o r s e l e c t i on o f  the 

o rgani z a t i on t o  be s t udi ed ( S ee Chap t e r  I I I ) .  The s e l e c t i on 

o f  the organ i z a t i on occur r ed t hr ough a p r o c es s  o f  purpo s e f u l  

s amp l i ng ( Tay l o r & Bogdan , 1 9 8 4 ) , a l l owing f o r  t h e  s e l ect i on 

o f  a board o f  di r ec t o rs o f  a n onpr o f i t  o rgani z a t i on whi ch 

was cons i de red as f unc t i oning a t  a highl y e f f ec t i v e  l ev e l . 

Purpo s e f u l  s amp l ing was us ed as a s t r a t eg y  i n  thi s s t udy 



because the r es earcher  wi shed t o  l ea rn about and come t o  

und e r s t and , i n depth , a board o f  one " e f f ec t i v e"  nonp r o f i t  

o rgani z a t i on .  
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T h e  r e s e a r cher ' s  r o l e  w a s  t h a t  o f  p a r t i c i pant - observer . 

Thi s was par t i cu l a r l y  app rop r i a t e  as the resea rcher was ab l e  

t o  d ev e l op a deeper and f u l l e r unders t anding of Board 

members ' pe rcept i ons and a c t i ons us ing thi s approach . 

D a t a  c o l l e ct i on i nc l uded e x t ens i v e  f i e l d  notes t aken 

whi l e  obs e rv i ng at B o a rd and c ommi t t e e  mee t i ngs . An 

aud i o t ap e  r e c o rder was us ed w i t h  the c ons ent o f  the 

p a r t i c i pant s  to back up note t ak i ng . O f  t he 27 Board 

members i n t e r v i ewed , t h r e e  r eques t ed that the resea rcher not 

t ape t he i n t e r v i ew ( whi ch the r e s e a rcher ag r e ed t o  do ) . A l l 

2 1  c ommi t t e e me e t ings and 3 Board mee t i ngs w e r e  audi o taped 

and t r ans c r i bed . To  i nsure t rus t w o r t hi ne s s  o f  data , 

addi t i ona l l ev e l s  o f  data  c o l l ec t i on w e r e  used . The 

r e s e a rcher c onduc t e d  i n- depth i n t e r v i ews us ing a 

s t anda rdi z ed i n t erv i ew guide ( Se e  Appendi x A )  w i t h  a l l Board 

members and t hen t r ans c r i bed and revi ewed aud i o  t aped 

r e c o r d i ngs f o l l owing each i n t e r v i ew . A l l Board members w e r e  

a l s o r eques t ed t o  comp l e t e  a na t i ona l l y  r e c ogni z ed 

s t anda rd i z ed s e l f-a s s e s sment survey , B o a r d  o f  Di r e c t o r s  

S e l f -Ass es sment ( Conrad , 1 9 8 3 ) . Thi s survey measured Board 

memb e r s ' p e r cept i ons in e i ght a r eas that  w e r e  i dent i f i ed as 

c ommon l y  s e en r espons i bi l i t i es i n  a l l nonp ro f i t  boa rds . The 

res pons i b i l i t i es , t e rmed by Conrad as Key Resu l t Ar eas , o r  
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KRA ' s  ( S ee Appendi x B ) , a r e  r e f l e c t e d  i n  the S e l f As s e s sment 

i ns t r ument as f o l l ows : 

KRA 1 P e r s onne l  

KRA 2 Board Organi z a t i on 

KRA 3 Meet i ngs 

KRA 4 C ommun i c at i on 

KRA 5 Dec i s i on Making 

KRA 6 B o a rd / S t a f f  Re l a t i onship 

KRA 7 The B o a rd Membership P r ocess 

KRA 8 The B o a rd at Work 

Each a r e a e x p l o r e s  the i nd i v i dua l Board member ' s  p e r c ep t i on 

o f  the e f f e c t i v eness o f  the B o a rd i n  each f unc t i ona l a r e a . 

R e l evant w r i t t en ma t e r i a l s  were  a l s o revi ewed f o r  

c ons i s t ency i n  meanings a c r o s s  di f f e r ent B o a r d  members and 

data c o l l e c t i on me thods . Dan z i n  ( 1 97 8 )  and P a t t on ( 1 9 8 0 ) 

us e the t e rm t r i angu l a t i on t o  des c r i be thi s data c o l l ect i on 

method whi ch ''means the c ombinat i on o f  methods or  s ources o f  

data i n  a s i ng l e  s t udy . . . .  T r i angu l a t i on i s  o f t en thought 

of as a way of gua rding against r e s e a rcher b i a s  and checking 

out a c c ount s  f r om di f f e r ent i n f ormant s "  ( Ta y l o r  & Bogdan , 

1 9 8 4 , p .  6 8 ) .  

Data  ana l y s i s  was begun by s y s t ema t i ca l l y  c oding and 

c a t eg o r i z i ng the i n t e r v i ew t rans c r i p t s , f i e l d  not es , and 

other  mat e r i a l s  to i n c r e a s e  und e r s t anding of what was s a i d  

and p e r c e i ved in di f f e r ent s e t t i ngs ( Bogdan & Bi k l en ,  1 9 8 2 ) . 

I nduc t i v e  ana l ys i s , d e f i ned by Tay l o r and Bogdan ( 1 9 8 4 ) as 

occur r i ng when the p a t t e rns , themes and c a t eg o r i es of 



analysi s  eme rge f r om the data rather than bei ng i mposed on 

the data pr i o r to data c o l l ecti on and ana l ysis , was 

c onducted in this study . 

15 

A c onstant c ompa r i son method was emp l o yed i n  forming 

the categ o r ies and c o d i ng data dur i ng the ana l ysis stages 

(G l aser & Str auss , 1967 ) . By mak i ng c ompa r isons the 

resea r c her was f o r ced to rec ogni ze simi l a r i ti es , di ffe rences 

and deg rees of c onsi stenc y of mean ings and neg ati ve ev i dence 

to each finding (Strauss , 1987 ) . Concepts emerged as 

subc ateg o r i es fo rmed and then i nducti vel y ,  genera l 

categ o r i es and themes deve l oped. 

Th reats to rel i abi l i ty posed by i nf o rmants ' bi as were 

c ont r o l l ed thr ough ca refu l and deta i l ed desc r ipti on. T o  

enhance va l i d ity th i s  resea r c h study used t r i angu l ati on and 

c r oss- v a l i dati on of data among mu l ti p l e  sour ces in the data 

c o l l ecti on and data ana l ysis stages (Danz i n , 1978 ) . 

L i mi tati ons 

This study was l i mi ted to the Boa rd of Di rectors of one 

nonprofit o r g ani zati on in a U . S .  east c o ast , medi um-si zed 

c i ty . Use of a case study desi gn l imited the pred i ctabi l ity 

to othe r boa rds of d i recto rs of nonprofit o r gani zati ons ,  but 

it ma y y i e l d understand i ng and di recti ons f o r  future 

resea r c h . L i mitati ons of this des i gn a l so i nc l uded usi ng a 

purposefu l (non-pr obabi l ity ) samp l e  str ateg y ;  therefore , 

genera l i z abi l i ty bey ond the site/Bo a r d  members i s  not 

poss i b l e (Goetz & LeCompte , 1984 ) .  G i ven that boards a re 

not stagnate , and c hange i s  a natu r a l  phenomenon of a l l 
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boards , thi s s t udy r e f l e c t s  the c ond i t i ons that e x i s t ed f o r  

one board a t  a g i v en t ime . 

I n  o rder t o  obt a i n  c and i d  c omments f r om p e r s ons 

i n t e rv i ewed , the r e s p ondents w e r e  p r omi s ed anonymi t y . 

Pseud onyms have been used t h roughout t h i s  s tudy . Whi l e  

v e rba t im c omment s  a r e  inc l uded i n  the ana l ys i s  bec aus e they 

mo r e  accurat e l y  r e f l e c t  the p e r cept i ons o f  the respondent s ,  

a l l names have been changed . 

Assumpt i ons 

A ma j o r  a s s ump t i on in t h i s  s t udy was that s i x  mont hs in 

the f i e l d  was s uf f i c i en t  t ime to obs e r v e  commi t t e e  and Board 

mee t i ngs o f  t he Board o f  Di r ec t o r s  of a nonp r o f i t  

o rgani z a t i on .  Thi s was based o n  the f a c t  that a l l Board 

memb e r s  w ou l d a l s o be i n t e rv i ewed and w ou l d be asked t o  

c omp l e t e  s e l f - a s s e s sment surveys . Ano ther a s s umpt i on was 

that t h e  Board members woul d be wi l l ing to be i n t e r v i ewed by 

the r e s e a rcher and that the r e s e a rcher wou l d be ab l e  t o  

p e rsuade each Board member t o  b e  cand i d  and f r ank dur i ng the 

i n t e r v i ews . 

I t  was f urther  a s s umed that a nonp r o f i t  organi z a t i on 

cou l d  be w e l l -managed and cons i d e r ed e f f e c t i v e  by out s i de 

eva l ua t o r s  and n o t  neces s a r i l y  hav e an e f f ec t i v e  board . I t  

was a l s o assumed that a board that f u l f i l l ed i t s 

res pons i b i l i t i es c ou l d s t r engt hen the overa l l  l ong - t e rm 

opera t i ons o f  a nonp r o f i t  o rg ani z a t i on .  
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S igni f i cance o f  the S t udy 

A l though nonp r o f i t  o rgani z a t i ons have f l ouri shed and 

g r own in the Uni t ed S t a t es f o r w e l l over  1 0 0  years and t he i r  

boa rds hav e , in  s ome cases , been emp i r i c a l l y  shown t o  b e  the 

r e a s on f o r t he i r  surv i v a l  and g r e a t  succes s , v e r y  l i t t l e  

r e s e a r ch has been conduc t ed on why that might be s o . Thi s 

s t udy , o rgani z ed i n t o  s i x  chapt e r s , w i l l  p r o v i d e  data 

des c r i bi ng and ana l y z i ng indi v i dua l B o a rd membe r ' s  

p e r c ep t i ons o f  Board e f f e c t i v enes s . 

Chap t e r  I I  i dent i f i es and revi ews c r i t i ca l  backg r ound 

a r eas whi ch gui ded the des i gn of qua l i t a t i v e  s t udy of t h i s  

sub j e c t  and a t t emp t s  t o  p r o v i d e  t h e  r a t i ona l e  f o r  the 

theor e t i c a l  p e r s pe c t i v es emp l oyed . 

Chap t e r  I I I  i dent i f i es the s p ec i f i c  r e s e a r ch p r o c edures 

us ed . A l t hough t h i s  s t udy i s  not meant t o  be genera l i z abl e ,  

i t  i s  hoped that t he r e s e a r c h  p r ocedures used ma y be o f  he l p  

i n  f u r t h e r  r e s ea r c h  o f  o t h e r  nonp r o f i t  boards . 

Chap t e r  I V  des c r i bes the hi s t o r y  and s t ructure o f  the 

organi z at i on under s t udy and the c ompos i t i on o f  i t s  Board , 

whi l e  Chap t e r  V c ont a i ns the d a t a  ana l y s i s  and f i ndings w i t h  

i n t e r p r e t at i ons . 

Chapt er V I  f ocus es on the l es s ons l ea rned f r om t h i s  

s t udy and imp l i c a t i ons , b o t h  f o r  t h e  spec i f i c  o rgani z a t i on 

and i t s  B o a r d  and f o r f ut u r e  e x ami nat i ons o f  board membe rs ' 

p e r c ept i ons . T h i s  s t udy w i l l  add t o  the body o f  know l edge 

by p r o v i ding i n s i ght i n t o  what these board members actua l l y  

be l i ev e  t o  be e f f ec t i v e  nonp r o f i t  boards . W i t h that 
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und e r s t anding, f ut u r e  r e s e a r c h  ma y cons i d e r  how best t o  me l d  

p r e s c r i p t i v e  s t udi es o f  e f f ec t i v e nonp r o f i t  boards w i t h  what 

board members thems e l ves a c t ua l l y  be l i eve . T r ecker and 

T r e cker ( 1 9 7 9 )  point  t o  the imp o r t ance of expandi ng thi s 

t ype o f  r es ea r c h  when they d i s cus s the purpose f o r  

eva l ua t i on o f  board p e r f o rman ce: " I t  i s  we l l  known that the 

qua l i t y  o f  board p e r f o rmance has a g r e a t  bea r i ng on the 

qua l i t y  o f  s e r vi ces and p r o g r ams p r o v i ded by the agency"  

( p .  1 7 1 ) . D rucker i n  hi s mos t  r e cent book , Managing the 

N onpr o f i t  Organ i z a t i on ,  ( 1 9 90 ) , agrees , "To be e f f e c t i v e , a 

nonp r o f i t  �e eds a s t r ong board , but a board that does the 

board ' s  work . "  ( p .  1 5 7 ) 

Summa ry 

Thi s chap t e r  des c r i bed the p r o b l ems whi ch p r omp t e d  this  

s t udy , a b r i e f  i n t r oduc t i on to  nonp r o f i t  organi z a t i ons , the  

r a t i ona l e  f o r the s t udy , the purpose  for  the r e s ea r c h , t he 

methodo l og y  us ed , t he s i gni f i c an c e  t o  the f i e l d ,  and the 

o rgani z a t i on of the s t udy . Cha p t e r  I I  p r e s ents a l i t e r a t ure 

r ev i ew o f  t he t h r e e  ma j o r  t op i c  a r eas r e l a t i v e  to thi s 

s t udy: Vo l un t e e r i sm ,  B oards o f  Di r e c t o rs o f  Nonp r o f i t  

Organi z a t i ons, and E f f e c t i v eness o f  N onpr o f i t  Boa rds o f  

Di r e c t o r s . 



Chap t e r  I I  

Li t e ra t u r e  Revi ew 
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T o  a g r eat e x t ent , the l i t e ra t u r e  on boards o f  

di r e c t o r s  o f  nonp r o f i t  organi z at i ons has been l imi t ed i n  the 

past t o  p r e s c r i p t i v e  and d es c r i p t i ve a r t i c l es and books , and 

hi s t o r i c a l  works that r e c ogni z e  the cont r i but i ons o f  

v o l un t e e r  boa rds . I n  r ecent y e a r s , g i ven the phenomena l 

g r owth o f  the nonp r o f i t  s e c t o r  coup l ed wi th the l imi t a t i ons 

of p e r s onne l  and gove rnment a l  t ime and d o l l a rs , the r e  has 

eme rged an i nc r e a s ing awa r eness and neces s i t y  of a need t o  

und e r s t and be t t e r  nonp r o f i t  o rgani z a t i ons and the i r  boards . 

Thi s has l ed t o  an app r ec i a t i on o f  the l a ck o f  subs t ant i a l  

r e s e a r ch and t he c r i t i c a l  need f o r  mo r e  r e s e a rch int o boards 

o f  d i r ec t o rs o f  nonp r o f i t  o r gani z a t i ons . More spec i f i c a l l y ,  

s c ho l a r l y  wo rks a r e  j us t  now beg i nn i ng t o  e xp l o r e  i n  depth 

the i s sues o f  the e f f ec t i veness o f  boa rds o f  di r e c t o rs in 

the nonp r o f i t  s e c t o r . I n  the i r  1 9 8 9  r e s ea r ch s t udy on Board 

e f f ec t i v eness , H o l l and , Cha i t  and Tay l o r ackn ow l edged the 

l ack o f  l i t e rature on the sub j e c t  when they s t a t ed that 

l i t e r a t u r e  in the f i e l d  " p rovi des a l imi t ed f ounda t i on on 

whi ch to bui l d  know l edge about gove rnance . . . .  I n  addi t i on ,  

drawing i n f e r ences f r om the l i t er a t ur e  i s  f ur ther 



comp l i ca t ed by i n c ons i s t en c i es i n  a s s ump t i ons about , and 

us age o f , the no t i on of e f f e c t i v eness i t s e l f "  ( p . 1 ) . 

2 0  

The f o l l owing l i t e ra t u r e  r e v i ew f ocus e s  o n  the three 

i s s ues whi ch have been i dent i f i ed i n  the f o r eshadowed 

p r o b l ems s t a t ed i n  Chap t e r  I .  The i s s ues are v o l unt e e r i sm 

and the g r owth of the nonp r o f i t  s e c t o r  i n  the Uni t ed Stat es; 

boards of di r e c t o r s  of nonp r o f i t  organi z a t i ons; and 

e f f ec t i v eness of nonp r o f i t  boa rds of di r e c t o r s . These 

i s sues provide the backgr ound i n f o rma t i on and f ounda t i on 

neces s a r y  t o  und e r s t and the h i s t o r i c a l  d ev e l opment s  o f  the 

nonp r o f i t  s e c t o r , the broader c on t e x t  of the nonp r o f i t  

o rgani z a t i on and i t s  board , e f f e c t i v eness i s s ues f o r  

nonp r o f i t  boa rds , and the s o c i a l  s c enes obs e rved ( McMi l l an & 

Schumache r , 1 9 8 9 ) . 

V o l un t e e r i sm and the G r owth o f  the N onpr o f i t  S e c t o r  

T h e  t e rm v o l un t e e r i sm h a s  become a gene r i c  t e rm us ed t o  

des c r i be a l l t h e  a c t i vi t i e s  encompassed i n  t h e  v o l unt a r y / 

nonp ro f i t  s e c t o r  o r  by v o l un t e e r s  provi ding s e rv i c e  i n  s ome 

s e t t i ng ( Ga l l up ,  1 9 8 1 ) .  Many c u r r ent w r i t e r s  exp l a i n  the 

g r owth of v o l un t e e r i sm in the Uni t ed S t a t e s  by quo t ing 

A l e x i s  de T ocquevi l l e ( 1 9 5 5 ) f r om h i s  book Demo c r a cy i n  

Ame r i c a  w r i t t en i n  1 8 3 5 : 

Ame r i c ans o f  a l l ages , a l l c ondi t i ons , and a l l 

d i s p os i t i ons , c ons t ant l y  f o rm a s s o c i a t i ons . They have 

not on l y  c omme r c i a l  and manuf a c t u r i ng a s s oc i a t i ons in 

whi ch they take p a r t  but a s s oc i a t i ons o f  a thousand 

other  k i nds - - r e l i gi ous , mo r a l , s e r i ous , f ut i l e ,  
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e x t ens i v e  o r  res t r i c t i v e , enormous , d iminut i v e . The 

Ame r i c ans make a s s oc i a t i ons to g i v e  ent e r t a i nment , t o  

f und e s t ab l i shmen t s  f o r  educa t i on ,  t o  bui l d  i nns , t o  

const ruct churches , t o  d e f us e  books , t o  s end 

mi s s i onar i es to the anti podes ; and in thi s manner they 

f ound hospi t a l s ,  p r i s ons , and s choo l s .  ( pp .  1 2 8 - 1 2 9 )  

H i s  obs e rv a t i ons w e r e  t rue but not a l ways i n t e r p r e t ed 

i n  a t o t a l l y  accurat e f ashi on by those who advoca t e  on 

beha l f  o f  the uni queness o f  the v o l un t e e r  e xp e r i ence as 

f ound i n  t he Uni t ed S t a t es . I n  a t e l ephone i n t e r v i ew P . D .  

Ha l l , a l eading r e s e a rcher on the h i s t o r i c a l  c omponents of 

t he nonp r o f i t  s e c t o r , c on f i rmed that de T o cquevi l l e ,  i n  

Demo c r a cy in Ame r i c a , was r e f e r r ing t o  the f o r - p r o f i t  as 

w e l l as t he nonp r o f i t  ( v o l un t a r y ) s e c t o r s  in the Uni t ed 

S t a t es when he made t ho s e  obs erva t i ons ( Ha l l ,  1 9 9 0 ) . 

Ame r i c ans have and c on t i nue t o  es t ab l i sh coope r a t i v e  

a s s oc i a t i ons and cha r i t i es t o  he l p  o t h e r s  and t hems e l ves . 

Yet  w i th f u r t he r  exp l o r a t i on one f i nds t h e r e  has been 

r e c ogn i t i on o f  uni que mot i v a t i ons f o r  v o l un t e e r i ng i n  t he 

Uni t ed S t a t es f ound i n  s cho l a r l y as w e l l a s  i n  popu l a r  

l i t e rature . Marg o l i s ( 1 9 8 2 )  d e f i nes a l t rui sm as " t he s ens e 

o f  s o c i a l  r es p ons i b i l i t y  o r  the s ense o f  c ommuni t y  . . . .  " ( p .  

1 1 ) . He s ugges t s  t ha t  wi thin each p e r s on t h e r e  a r e  two 

s e l v e s , one s e l f i sh and one concern ed for  the c ommuni t y  and 

us es t he r at i ona l man t he o r y  t o  demons t ra t e  that they a r e  

n o t  i n  conf l i c t  w i t h  one ano t he r . "We s e e  that t h e r e  i s  no 

i n c ons i s t ency betwe en deep pub l i c  conc e rn and p r i v a t e  
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indu l g ence , as l ong a s  the p r i v a t e  indu l g ences d o  not 

r equi r e  p e r s ona l r e s ources needed for mo r e  subs tant i a l  

mat t e r s "  ( Mar go l i s ,  1 9 8 2 , p .  1 1 3 ) . L o e s e r  ( 1 9 7 4 )  c i t e s  the 

mot i vat i ons and p e r s ona l bene f i t s  of v o l un t e e r ing f o r s ome 

U . S .  women , i n c l uding women who a r e  a l one and l one l y ;  women 

who w i sh t o  move f r om " v o l un t e e r  to c a r e e r " ; and women who 

work e x c l us i v e l y  w i t hi n  the home and f e e l  i s o l a t ed and 

l one l y ,  us ing v o l un t e e r i ng as a way to overcome t he f ee l ings 

of i s o l a t i on and l on e l iness . S e l f - he l p  and support  p r ovide 

another mo t i v at i on that app ears  t o  bene f i t  the v o l un t e e r  as 

we l l  as  others ( Fenne l l y ,  1 9 8 9 ) . 

As f a r  back as  1 9 7 1 , F enn , in an a r t i c l e  on c o r p o r a t e  

ex ecut i v e s  as commun i t y  v o l un t e e r s , highl i ghts t h e  

comp e t i t i v e e d g e  a c o r p o r a t e  ex ecut i v e may h a v e  by 

v o l un t e e r i ng . "Mo r e  t han one - thi rd o f  the bus ines smen 

r e p o r t ing that t he i r  c ompan i es have w r i t t en p o l i c i es on 

v o l un t a r y  s e r v i c e  s t a t e d  that pay and p r omo t i on bene f i t s  a r e  

bui l t  i n t o  that  p o l i cy as  i n c en t i v e s "  ( p . 8 ) . Cur rent l y ,  

a r t i c l es in popu l a r  U . S .  maga z i nes and j ourna l s  abound on 

the s uc c e s s f u l  bus i n e s s  p e op l e who a r e  v o l unt eer ing and 

f i nding i t  he l p f u l  to the i r  c a r e e r s  ( F l e i scher , 1 9 8 9 ; 

J a r d i n e , 1 9 8 9 ;  Ka r l en ,  1 9 8 9 ;  Mi l l er , 1 9 8 8 ; N e l t on ,  1 9 8 8 ; 

Simp s on , 1 9 8 8 ) . Commi tment t o  a spec i f i c  caus e , the need t o  

f e e l  us e f u l , and t h e  w i s h  f o r  g r e a t e r  s oc i a l i z a t i on a r e  but 

s e ve r a l  other pos s i b l e mot i v e s  f o r  becoming i nv o l ved i n  

v o l un t e e r  a s s o c i a t i ons ( Baughman , 1 9 8 7 ; G r e ensp oon , 1 9 8 9 ;  
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Houl e ,  1990 ; Nas on , 198 2 ; Schind l er -Rainman & L i pp i t t , 197 5 ;  

W i dme r , 198 5 ) .  

The U . S .  C ensus S t a t i s t i c a l  Abs t r a c t s  o f  the Uni t ed 

S t a t es 198 8 s t a t es the mobi l e  nature o f  our s o c i e t y  has the 

average Ame r i can f ami l y  i n  t he Un i t ed S t a t es mov ing once 

e v e r y  f i ve y e a r s . Nat i on a l  v o l un t e e r  mov ement s  and other 

nonp r o f i t  o rgani z a t i ons that have s t a t e  and l o c a l  chapt e r s  

ma y r e p r e s ent a f o rm o f  s t abi l i t y ,  r o o t s  and acceptance f o r  

many v o l un t e e r s  ( i . e , Red C r oss , Scout s , AAUW , J a y c e es ) who 

move f r om one c i t y  to ano t her . Thi s , in i t s e l f ,  may b r i ng 

de To cquev i l l e ' s  obs e rv a t i on o f  Ame r i c ans and t he i r  needs 

i n t o  a mo r e  accurat e ,  f o cused e x p l ana t i on of the nonp r o f i t  

movemen t i n  the Uni t ed S t a t es . 

H i s t ory o f  v o l un t e e r i sm t o  pr e s ent . The r o o t s  o f  

v o l un t e e r i sm in t h e  Uni t ed S t a t es have been t r aced t o  the 

ea r l y  Eur opean s e t t l e r s  who , as examp l es ,  he l p ed each o t her 

r a i s e  ba rns , qui l t  b l ank e t s  and c a r e  for  the s i ck . E l l i s 

and N oyes ( 197 8 )  have i dent i f i ed d i f f e r ent phas es o f  

v o l un t e e r i sm i n  the Uni t e d  S t a t es as h a v e  Cohen ( 19 60 ) , H a l l 

( 1987 ) ,  Mans e r  and Cass ( 197 6 ) , Nay l o r ( 197 6 ) , and O ' Conne l l  

( 1985 ) .  The d i f f e rent pha s e s  o f  v o l un t e e r i sm in the Uni t ed 

S t a t es r e f l e c t  v a r y i ng n eeds of t hos e who v o l un t e e r ed as 

we l l  as di f f e r ent needs w i thin the communi t i es . 

Dur i ng t he ea r l i es t  p e r i ods o f  European s et t l ement in 

thi s c oun t ry " surv i v a l " ( E l l i s & Noyes , 197 8 )  and 

" r e c i p r oc a l a l t ru i sm" ( Marg o l i s , 1 98 2 ) app e a r ed t o  be the 

mo t i v a t i on f o r  indi v i dua l s  to he l p  one an o t he r . "There was 
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l i t t l e  o f  t rue cha r i t y  o r  benev o l enc e i n  the v o l un t a r y  or  

l eg i s l a t ed a c t i v i t i es o f  the Ame ri can co l on i s t s  i n  the 

seven t e enth and e i ghteenth cent u r i e s "  ( Mans e r  & Cass , 1 9 7 6 ,  

p .  2 9 ) . Bas i c  needs w e r e  o f t en met thr ough c ooperat i v e 

s e l f - he l p  and/ o r  r e c i p r o c a l  a l t ru i sm . 

W i t h  the bui l di ng o f  the new nat i on ,  the Con t i nen t a l  

Cong r e s s  r e f l e c t e d  o n  what t h a t  nat i on might become . The 

p r e amb l e to t he Cons t i tut i on and the Cons t i t ut i on i t s e l f  

d e f i ned a democ ra t i c  nat i on that woul d o f f e r l i berty  and 

j us t i c e f or a l l .  The s p i r i t  o f  d emo c r a c y  genera t ed a g r eat 

c onc ern for he l p i ng t hos e i n  need and / o r  assuming 

r esp ons i b i l i t y  f o r  p r ov i ding f o r c ommuni t y  needs bey ond the 

bas i c  ne eds of the i nd i v i dua l f ami l y .  " [ C ] i rcums t ance 

sugg e s t s  a conn e c t i on between t he Cons t i t ut i on , whi ch 

c r e a t e d  the d i l emma o f  demo c ra t i c  i nd i v i dua l i sm ,  the f r ee 

ci t i z en ,  a l l powe r f u l  i n  a c o l l ec t i v i t y  y e t  powe r l ess by 

himse l f ,  and the o r i g i ns o f  the v o l un t a r y  a s s o c i at i on as the 

d i s t i n c t i v e  f orm of s o c i a l , p o l i t i c a l , ec onomi c ,  and 

c u l t u r a l  a c t i on in the Uni t ed S t a t e s "  ( Ha l l ,  1 9 8 7 , p .  6 4 ) . 

As t he coun t r y  g r ew and p e r s ona l surv i v a l  become l ess 

o f  a bas i c  i s s ue , c ommuni t y  l eaders v o l un t e e r ed o r  were 

asked to v o l un t e e r  to r e p r es ent c ommuni t y  i n t e r e s t s  and 

o v e r s e e  c ommuni t y  a c t i v i t i es . V o l un t e e r i ng was s een as a 

s ource  o f  na t i ona l p r i de and a p a r t  o f  the r e s p ons i bi l i t y  o f  

c i t i z enship i n  the new l y f o rming count r y . " I n thi s c ount ry , 

f r om i t s v e r y  beginning , t h e r e  has been a g r ea t  t radi t i on of 

c i t i z en p a r t i c i p a t i on and v o l un t e e r  s e r v i c e  i n  communi t y  
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a f f a i r s "  ( T recker  & T r e c k er , 1 9 7 9 ,  p .  2 1 ) . Cohen ( 1 9 6 0 ) 

c a l l s  " c i t i z en p a r t i c i p a t i on the backbone of demo c r a c y "  ( p .  

3 )  . 

One p e r s pe c t i v e  o f  the h i s t o r y  o f  v o l un t e e r i sm in the 

Uni t e d  S t a t es is summa r i z ed in Cohen ' s  ( 1 9 6 0 ) The C i t i z en 

Vo l un t ee r : 

V o l un t a r i sm and the c i t i z en v o l un t e e r  a r e  i nd i g enous t o  

t h e  Ame r i can way o f  l i f e  as demo c r a c y . S i nce democracy 

i n  the U . S .  is  based on the Juda i c -Chr i s t i an ethi c of 

the r i g hts and r esp ons i b i l i t i es o f  the ind i v i dua l for 

the s o c i e t y  o f  whi ch he is a pa r t , thi s becomes a 

t r ui sm . T r a c e  the h i s t o r y  o f  any hea l t h o r  we l f a re 

i ns t i t ut i on in t he U . S .  and i t s o r i gi n  wi l l  be f ound in 

the devoted e f f o r t s  o f  dedi c a t e d  c i t i z ens who are 

w o r k i ng w i t hout pay . ( p .  3 8 ) 

I n  the Un i t ed S t a t es , s cho o l s ,  l i b r a r i es , hea l t h c a r e , 

and pub l i c  s a f e t y  p r o g r ams and s e rv i c e s  w e r e  s t a r t ed by 

v o l un t e e r s . As an e xamp l e ,  v o l un t e e r  f i r e depar tments began 

i n  Phi l ad e l phi a by Ben j ami n F r ank l i n as a pra c t i c a l  

v o l un t a r y  s o l ut i on t o  a c ommun i t y  probl em ( E l l i s & Noyes , 

1 9 7 8 ) . T a x a t i on had been us ed t o  p r o v i d e  s ome o f  the needed 

s e rv i c es in c ommun i t i es , but v o l un t a r y  ass i s t ance and 

supp o r t  was an i mp o r t an t  other s ource  of moni es that a l l owed 

the i nd i v i dua l donors to choose s p ec i f i c a l l y  whe r e  and how 

t hei r d o l l a r s  and t ime woul d be us ed . Major cul tura l , 

educ a t i ona l , med i c a l  and s o c i a l  o rgani z a t i ons dev e l oped 



bec aus e o f  the ini t i al i n t e r e s t  and cho i c e  on the part  o f  

indivi dual v olun t e e r s  ( Elli s  & Noyes , 1 9 7 8 ) .  
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Ano t he r  h i s t o r i cal p e r s pe c t i v e  i s  t hat  o f  Hall , who 

t races  t he eme rgence of nonp r o f i t  o rgani z a t i ons in the 

Un i t ed S t a t es t o  the laws o f  inc o rp o ra t i on and o f  cha r i t able 

t rus t s  that exi s t ed i n  England p r i o r  t o  the 1 8 t h century . 

He s ugg e s t s  that they had li t tle impact on the coloni es 

bec aus e many i n  the c oloni es were hos t ile to corpor at i ons of 

any k i nd , s e e i ng them as unwar ranted g rants o f  publi c 

p r i v i lege and p r op e r t y  t o  p r iva t e  p e r s ons . Hall points  t o  

the f a c t  that there w e r e  n o  f ede ral s t atutes dealing wi th 

char i t i es and c o rp o r a t i ons du r i ng the ea rly nat i onal p e r i od 

( Hall , 1 9 8 7 , p .  5 ) . I n  1 8 1 8  the Sup r eme Court f i nally 

" r ecogni z ed that  v olun t a r y  a s s o c i a t i ons , incorpor a t ed or  

un in c o r p o r a t ed , w e r e  e x t ensi ons o f  indivi dual r i ghts i n  

p r o t e c t i ng e x i s t ing a s s oci a t i ons f r om leg i sla t i v e  

int e r f e r enc e . But i t  le f t  t h e  s t a t e s  f r ee t o  s e t  t h e  t e rms 

under whi ch such a s s o c i a t i ons c ould be f o rmed" ( Hall , 1 9 8 7 , 

p .  8 3 ) . 

The nonp r o f i t  c o rp o r a t i on d i d  t ake f i rm r o o t  i n  t h e  

Un i t ed S t a t es b y  1 8 4 4  when the Supr eme C o u r t  ruled in f av o r  

o f  a cha r i t able t r us t  whi ch pla ced p r i v a t e  nonp r o f i t  

c o r p o r a t i ons on a f i rm legal f o ot ing under f ederal law 

( H all , 1 9 8 7 ) .  The development of nonp r o f i t  c o r p o r a t i ons and 

volun t ee r i sm g r ew s i de by s i de c oming t ogether as  people 

chose t o  g i v e  t he i r  t ime and money to s o c i al c aus es and/ or  

i s s ues t hat  they beli eved i n .  
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The next century i n  U . S .  h i s t o r y  ( 1 8 5 0 - 1 9 5 0 ) i s  def i ned 

by wars , t urmo i l and mas s i v e  immi g r a t i on .  "The C i v i l War 

d i v i ded t he count r y , but uni f i ed the c i t i z ens o f  each s i de 

as never bef o r e . V o l un t e e r  e f f o r t s  p e rmea t ed every aspect 

o f  t he wa r - t o rn s o c i e t y "  ( E l l i s & Noyes , 1 9 7 8 , p .  9 5 ) .  This 

t oo may have been s e en as a t yp e  o f  v o l un t e e r i sm mo t i v a t ed 

by s u rv i va l  needs and r e c i p r o c a l  a l t rui sm . 

By  t he end o f  t he 1 9 t h  centur y , as immi g r ant s  f l o oded 

i n t o  the c oun t r y , " L o rd and Lady Bount i f u l " v o l un t ee r s  

became the s ymbo l  o f  the r i ch he l p i ng the poor . Al ong wi th 

this bene v o l ent f o rm o f  g i v i ng , there was a s e cond l ev e l  o f  

v o l un t e e r i sm e x i s t i ng s i de by s i de ; i n f o rma l v o l un t e e r  s e l f 

he l p  g r oups and suppo rt  netwo rks were  a c t i v e  i n  the ghe t t os 

o f  the c oun t r y  as he l p i ng one ' s  nei ghbors was und e r s t ood as 

an exp e c t a t i on and a dut y ( Cohen , 1 9 60 , E l l i s & Noyes , 1 9 7 8 ;  

Mans e r  & Cas s , 1 9 7 6 ) . 

B o t h  benev o l ent g i v i ng t o  nonp r o f i t  c o r p o r a t i ons , and 

i n f o rma l s e l f - he l p  vo l un t e e r i ng f l our i s hed and g r ew in t he 

Uni t ed S t a t es , f r om t he Communi t y  Ches t s  t o  A l coho l i c s 

Anonymous , nonp r o f i t  o rgani z a t i ons dev e l oped on the 

nat i ona l , s t a t e  and l oc a l  l ev e l s .  " The turn o f  the century 

[ 2 0 t h ]  b r ought a c t i v i t y  by many t ypes o f  v o l unt eers  on 

beha l f of a s t agger ing d i v e r s i t y  of caus e s "  i nc l uding s o c i a l  

a c t i on ,  s e l f - he l p ,  and s e r v i c e  t o  others ( E l l i s & Noyes , 

1 97 8 , p .  1 7 4 ) . The d i f f e r i ng t ypes o f  nonp r o f i t  g r oups and 

i nd i v i dua l v o l un t e e r s  r e c ogni z e d  d i v e r s e  n e eds f o r  s o c i a l , 

cul tur a l , educ a t i ona l , and hea l t h p r o g r ams and used the 
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demo c r a t i c  nature o f  the count ry t o  d emand s e r v i ces f o r  a l l .  

Governmen t was nei ther p r epa r ed nor w i l l ing t o  p r ov i de the 

ever i n c reas i ng r ange o f  s e r v i ces begun by many nonprof i t  

v o l un t e e r s . The demands f o r  phi l anthropy i nc r e a s ed and saw 

a t r end t o  f edera t ed g i v ing . A l ong w i t h thi s t r end came an 

eme r g i ng p r o f e s s i on , v o l un t e e r  admi n i s t r a t i on ( W i l s on , 

1 9 7 5 ) . 

Thos e who became pa i d ,  p r o f es s i on a l  v o l un t e e r  

admi ni s t r a t o r s  usua l l y  c ame f r om the v o l un t e e r  c ommuni t y  

( f o rmer v o l un t e e r s ) a s  opp osed t o  t h e  bus iness or  pub l i c  

admi n i s t ra t i on communi t i es ( Un t e rman & Davi s ,  1 9 8 2 ) . Dur i ng 

the 1 9 60 s  and 1 9 7 0 s  as the f i e l d o f  v o l un t e e r  admi n i s t r a t i on 

g r ew , many books on v o l un t e e r  management w e r e  w r i t t en by 

prac t i t i oners  i n  the f i e l d  ( Cohen , 1 9 6 0 ; Conrad & G l enn , 

1 9 7 6 ;  Na y l o r ,  1 9 7 6 ;  Schind l e r - Ra i nman & L i pp i t t , 1 9 7 5 ;  

Wi l s on , 1 9 7 5 ) .  Others f o cused on the ana l ys i s  o f  the 

hi s t o r i c a l  roots o f  v o l un t e e r i sm and sugges t i ons o f  future 

t r ends ( Hardy & Cu l l , 1 9 7 3 ;  Loes e r , 1 97 4 ;  Mans er & Cass , 

1 9 7 6 ) .  The f ed e r a l  g o v e rnment became f o rma l l y  act i v e in 

v o l un t e e r  p r o g r ams w i t h  the e s t ab l i shment of the Peace  Corps 

and V i s t a  i n  1 9 6 1  unde r  the Kennedy admi n i s t rat i on and the 

e s t ab l i s hment i n  1 9 7 1  o f  ACT I ON , the f ed e r a l  agency f o r 

v o l un t e e r i sm .  A recent s t udy by the G a l l up or gani z a t i on ,  

G i v i ng and V o l un t e e r i ng in the Uni t ed S t a t es , f ound t hat 

nea r l y  ha l f  o f  the Ame r i c an popu l a t i on aged 14  and 

o l der  v o l unt e e r e d  in 1 9 8 5 : 5 1 %  of f ema l es and 4 5% o f  

ma l es .  T h e  m o s t  popu l a r  r e a s on g i v en f o r  v o l un t e e r i ng 



was " t o  do s ome t h i ng u s e f u l  t o  he l p  others , "  f o l l owed 

by an i n t e r e s t  in the w o rk or a c t i v i t y , en j oyment o f  

t h e  work , and r e l i g i ous conce rns . ( Uni t ed W a y  of 

Ame r i c a , 198 7 , p .  7 0 ) 
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The 198 0 s  a l s o saw a demand f r om the f i e l d  f o r  ma j o r  

r es e a r ch on a v a r i e t y  o f  t op i c s r e l a t ed t o  v o l un t e e r i sm and 

the nonp r o f i t  s e c t or . N a t i ona l o rgani z a t i ons were 

e s t ab l i shed w i t h  a ma j o r  f ocus on r es ea r ch i n t o  

v o l un t ee r i sm ,  v o l un t e e r s , and nonprof i t  o rgani z a t i ons and 

thei r boa rds . The I ndep endent S e c t o r  pub l i shes a bi annua l 

r e f e rence v o l ume des i gned t o  i d ent i f y  r e s e a r chers and 

c u r r ent r es ea r ch of i n t e r e s t  t o  the nonp r o f i t  s e c t o r  t i t l ed ,  

Research in P r ogress . The new l y  f o rmed Nat i ona l Cen t e r  f o r 

N onpr o f i t  Boa rds has r e c ent l y  pub l i shed an annotated 

b i b l i o g r aphy o f  pub l i ca t i ons ( 1989-90 ) f or the f i e l d .  The 

As s o c i a t i on f o r  V o l un t e e r  Admi n i s t rat i on and t he As s o c i a t i on 

o f  V o l un t a r y  Ac t i on Scho l a r s  each pub l i shes a j ourna l and 

The So c i e t y  f o r  Nonp r o f i t  Organi z a t i ons now pub l i shes a 

r es ou r c e  c a t a l og o f  avai l ab l e l i t e r a t u r e  as w e l l as a 

mon th l y  j ourna l . As a l l o f  thi s has o c c u r r ed over the past 

f ew dec ades , v o l un t e e r i sm now app ears to be ent e r i ng a 

hei ght ened p e r i od o f  r e s e a r c h  and dev e l opment . 

The hi s t o r y  and d e v e l opment o f  v o l un t e e r i sm and the 

nonp r o f i t  s e c t o r  o f f e r  i ns i ghts t o  beg i n  to und e r s t and the 

purposes o f  nonp r o f i t  o r g ani z a t i ons , and why peop l e  a g r e e  t o  

s e rv e  as v o l un t e e r s  i n  o r g an i z a t i ons . I t  i s  now approp r i a t e  

t o  cons i d e r  w h y  v o l un t e e r  boards o f  di r e c t o r s  may have ma j o r  



i n f l uence on the surv i v a l  and e f f e c t i veness of nonprof i t  

o rgani z a t i ons . 

B o a r ds o f  Di r e c t o r s  o f  N onpr o f i t  Organi z a t i ons 

Bo ards of di r e c t o r s  of nonp r o f i t  o rg ani z a t i ons 

r ep r e s ent an imp o r t ant c omponent of v o l un t e e r i sm in the 

Uni t ed S t a t es . V o l un t e e r  board members g o v e rn nonpr o f i t  

o rgani z a t i ons and a r e  expe c t ed t o  p r o v i d e  v i s i onary 

l e ade rship that may he l p  mo l d  the f ut u r e  o f  the nonprof i t  

w o r l d  ( Da y t on ,  1 9 8 7 ) .  

3 0  

T o  unde r s t and t he boards o f  nonp r o f i t  o rgani z a t i ons , i t  

i s  n e c e s s a r y  t o  recogn i z e  and apprec i a t e  t h e  v o l un t e e r  

nature o f  t he i r s e r v i c e . Boa rds o f  di r ec t o r s  of nonp r o f i t  

o rgani z a t i ons a r e  f u l f i l l ing a ma j o r  v o l un t e e r  ro l e  wi t hin 

the o r g an i z a t i on . Thi s r o l e  sugg e s t s  t hat  the board members 

wi l l i ng l y  s e rv e  as t he g o v e rning body for the o r g ani z a t i on 

and commi t t o  and t he r eby a cknow l edge t he organi z at i on ' s  

purpose and mi s s i on ( Duca , 1 9 8 6 ;  H o l l and , 1 9 8 9 ; Nason , 1 9 8 2 ; 

As s o c i a t i on of Governing Boa rds o f  Uni v e r s i t i es and C o l l eges 

S e l f - S t udy C r i t e r i a , 1 9 7 6 ) . They do t h i s  w i t hout r e c e i v i ng 

f i nanc i a l  g a i n  and t he r e f o r e  meet a def i ni t i on f o r a 

v o l un t e e r - - ' 'a  p e r s on who chooses t o  a c t  in  r e c ogn i t i on of a 

need w i t h  an a t t i t ude o f  s o c i a l  res pons i bi l i t y  and wi t hout 

concern f o r  mon e t a r y  p r o f i t , g o ing bey ond what is neces s a r y  

t o  one ' phys i c a l  we l l  being"  ( E l l i s & N oy es , 1 9 7 8 , p .  1 0 ) .  

Respons i b i l i t i es and dut i e s  o f  boa rds . The board o f  

di r e c t o r s  o f  t h e  nonp r o f i t  o r g an i z a t i on h a s  f i na l po l i cy  and 

d ec i s i on-mak i ng autho r i t y  f o r the o r g ani z a t i on ( Ax e l r od , 
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1 9 8 8 ; Baughman , 1 9 8 7 ; Houl e ,  1 9 8 9 ; McL aughl i n , 1 9 8 6 ; 

O ' Conn e l l ,  1 9 8 5 ) . The organi z a t i ona l s t ructure of nonp r o f i t  

o rgani z a t i ons ma y v a r y  t o  s ome degree , but n o  mat t e r  how 

much autho r i t y  i s  d e l egat ed , t he u l t ima t e  a c c ountabi l i t y  f o r 

the a c t i ons o f  the o rgani z a t i on a r e  w i t h  the board . W e i s  

and W ynn ( 1 9 8 0 ) r ev i ewed t he l i t e rature  in t h e  f i e l d  and 

f ound a g r e ement on s ome bas i c  gove rnanc e dut i es and 

f unc t i ons of nonp r o f i t  boards . The s e  i nc l ude po l i c y 

deve l opment , f i s c a l  s t ewardshi p ,  adv oca cy , hi r i ng and 

ev a l ua t i on of the ex ecut i v e  di r e c t o r  and eva l ua t i on of the 

o rgani z a t i on ' s  e f f e c t i veness ( W e i s  & W ynn , 1 9 8 0 ) . 

As p a r t - t ime boa rds o f  di r ec t o r s o f t en work w i t h  f u l l 

t i me p a i d  s t a f f , the r e  i s  o f t en a "dynami c t ensi on" ( C onrad 

& G l enn , 1 9 7 6 )  c r ea t e d  over t he exact  l imi t s  and nature of 

these respons i bi l i t i e s  and dut i e s  for each ( K ramer , 1 9 8 5 ) . 

C l a r i f y i ng board and s t a f f  res pons i b i l i t i es and t he i r  

re l a t i onshi p t o  each other becomes an i mp o r t ant a t t r i bu t e  

f o r  e f f e c t i ve nonp r o f i t  organi z at i ons ( H oul e ,  1 9 8 9 ) . 

Acc ording t o  N a s on ( 1 9 8 2 ) the board i s  s a i d  t o  be the 

gua r d i ans o f  the organi z a t i on ' s  mi s s i on . " They mus t make 

sure that t he i ns t i t ut i on ' s  p r o g r ams c on f o rm t o  i t s s t a t ed 

purpo s e  and that f unds a r e  spent i n  a c c o r dance w i t h the 

t e rms unde r whi ch they are a c c e p t ed" ( p .  1 9 ) . 

As p a r t  o f  the board o f  di r e c t o r s ' overa l l  

r espons i b i l i t i es they mus t  ens ure good manag ement of the 

organi z at i on .  They ma y hi r e  a chi e f  e x e cut i v e  o f f i c e r  t o  

whom they d e l e g a t e  t he i r autho r i t y  t o  manage and admi n i s t e r  
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the o rgani z a t i on i n  a c c o rdance wi th p o l i c i es app roved b y  the 

board . Y e t  i t  i s  the board whi ch has the l eg a l  

res pons i b i l i t i es t o  make the over a l l deci s i on f o r the 

organi z a t i on . Gr ochau ( 1 9 8 9 )  f ound that board members l earn 

t he i r  r o l e  and res pons i b i l i t i es in v a r i ous ways f r om new 

board member o r i ent a t i ons and t r a i ni ng , t o  board manua l s  and 

j ob de s c r i p t i ons to ong o i ng board dev e l opment s ess i ons . Yet 

she f ound t hat " t he ways that board members unders t and and 

ena ct  t he i r  r o l es and pass a l ong no rms t o  the next r o t a t i on 

o f  new t rus t e es [ board membe r s ] i s  essent i a l l y  an imp l i c i t  

a c t i v i t y " ( p .  3 5 ) . 

Much o f  the l i t e rature  i n  the f i e l d  d i s cus ses the 

p r o b l ems o f  l a ck o f  inv o l v ement o r  t oo much invo l v ement f r om 

the board and out l i nes i n  p r e s c r i p t i v e  f ashi on management 

p r a c t i c es and c l ea r  d e f i n i t i ons of r o l es that a r e  imp o r t ant 

f or e f f e c t i v e  boa rds ( Da y t on , 1 9 8 7 ; Druck e r , 1 9 7 4 ; Duca , 

1 9 8 7 ; O ' Conne l l ,  1 9 8 5 ) . Ma t e r i a l s w r i t t en by pract i t i oners 

have been t yp i ca l l y  l imi t ed to p r e s c r i p t i v e  w r i t i ngs . These 

p r e s c r i p t i v e  books a r e  e x t ens i v e  and o f t en v e r y  he l p f u l  in 

p r o v i d i ng a wide r ange o f  t echni ques f r om r e c rui t ing and 

nomi nat ing f o r  t he board ( Acker 1 9 8 3 / 8 4 ; King , 1 9 8 8 ) t o  

bas i c  s e l f - assessment and p l anning guides ( N or dho f f , L a r s on , 

Barbe r , & C ra i g , 1 9 8 2 ; Ont a r i o  Mini s t r y o f  C i t i z enship and 

Cul t ur e , 1 9 8 4 ) . 

Gr ochau ( 1 9 8 9 ) r ev i ewed many o f  these books and 

a l t hough she ag r e ed t hat  they were  s een as h e l p f u l  t o  

nonp r o f i t  o rgani z a t i ons and t he i r  boards and s t a f f  they 
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" s eldom p r o v i d e  any und e r s t andi ng o f  a p a r t i cular board and 

why i t  f un c t i ons as i t  does " ( p .  3 7 ) .  Mi ddle t on ( 1983 ) in  

p r e p a r i ng a w o r k i ng paper r e v i ew i ng p r o f e s s i onal and 

the o r e t i c al l i t e rature  on nonp r o f i t  boards of di r e c t o r s  

a g r ees : 

B o a r ds o f  nonp r o f i t  organi z a t i ons a r e  not s imple 

phenomena . Furt hermo r e , t he i r  behavi or  and f unc t i oning 

may be imp o r t ant i n  shap i ng both r es ource  allocat i on 

s y s t ems in commun i t i es and the adapt abili t y  and 

survi v al capa c i t y  or o rgani z a t i ons in those 

c ommuni t i es . Much mo r e  emp i r i cal work i s  needed . 

( p .  4 3 )  

I t  i s  di f f i cu l t even now , however, t o  f i nd resea r ch that 

ex ami nes what the board members thems elv es p e r c e i v e  as thei r 

r es p ons i bili t i es and f un c t i ons and how they measure thei r 

own e f f e c t i veness . 

E f f e c t i v eness of Nonpr o f i t  Boa rds o f  Di r e c t o r s  

T o  unders t and board e f f e c t i veness t h e  i s sue o f  

or gani z a t i onal e f f e c t i v eness w a s  i ni t i ally r ev i ewed . I n  a 

r ev i ew o f  l i t e r ature  on o rgani z a t i onal e f f e c t i veness Goodman 

and P ennings ( 1980 ) c on s i d e r e d  c r i t i c al i s sues i n  

o rgani z a t i onal e f f e c t i veness and s ome bas i c  und e rlying 

c oncept s .  They r e c ogni z ed that the concept o f  e f f e c t i v eness 

is complex and value -laden and i n  need of addi t i onal s t udy . 

While r e v i ewing many e x i s t i ng t heo r i es of o rgani z a t i onal 

e f f e c t i veness , they i dent i f i ed key i s sues to be cons i de r ed : 

( 1 )  cons t ruct of o r g ani z at i on should be made expli c i t ; 
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( 2 )  d e f i n e r s  o f  o rgani z a t i ona l e f f e c t i veness shou l d  be 

i dent i f i ed; ( 3 )  doma i n  or  cons t ruct s p a c e  shou l d be 

s p ec i f i ed; ( 4 ) spec i f i c  l i nks o f  d e t e rminant s and indi c a t o r s  

shoul d be dr awn; ( 5 )  r es o l ut i on o f  l ev e l s  o f  ana l ys i s; and 

( 6 )  t ime f r ame f o r  a s s e s sment d e t e rmined . 

The l i t e r a t u r e  a l s o  p o i n t s  out the l ack of def ined 

measures  of o rgani z a t i ona l e f f ec t i veness . 

s t a t e s : 

S c o t t  ( 1 9 7 7 ) 

A f t e r  r ev i ewing a g o od deal  o f  the l i t erature  on 

or gani z a t i on e f f e c t i veness and i t s  d e t e rminan t s , I have 

r eac hed the conc l us i on that thi s t op i c  is one about 

whi ch we know l es s  and l es s . The r e  is a d i s a g r e emen t 

about who does or  shou l d  s e t  the c r i t e r i a  t o  be 

emp l oyed i n  a s s e s s i ng e f f e c t i v enes s . The re i s  

di s a g r e ement about what i ndi c a t o r s  a r e  t o  b e  us ed in 

mea s u r i ng e f f e c t i veness . And there i s  d i s a g r eement 

about what f e atures  or o rgani z a t i ons shoul d be e x amined 

in a c c oun t i ng f o r  obs e rved di f f e r ences in e f f e c t i veness 

( p .  6 3 ) . 

L e r s c h  and Mo r s e  ( 1 9 7 4 ) ,  i n  t he i r  s t udy o f  f a c t o r s  

i n f l uenc ing e f f ec t i v e o rgani z a t i ons , app l i ed c ont ing enc y 

theory i n  l ooking f o r s imi l a r i t i es and di f f e r ences i n  

o rgani z a t i ons . They f ound t h a t  each o rgani z a t i ona l uni t  

dev e l ops cha r a c t e r i s t i cs whi ch a l l ow i t  t o  dea l w i t h  a 

p a r t i cu l a r  s ec t o r  o f  t he env i r onment , but whi ch ma y be 

di f f e r en t  f r om the other un i t s . Thi s r e s ea r ch has been 



cons i d e r ed i n  a t t emp t i ng t o  und e r s t and boards o f  di r e c t o r s 

o f  nonp r o f i t  organi z a t i ons . ( G r ochau , 1989 ; Krame r , 1985 ) 
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Another bas i s  f o r  und e r s t anding board e f f ec t i veness of 

nonp r o f i t  organi z a t i ons may be t he l i t e r ature on i nd i v i dua l 

e f f e c t i veness and l eade rshi p .  Gardner ( 1986 ) l ooks at  

nonp r o f i t  boa rds o f  di r e c t o r s ' l e adership i s sues whi l e  

S t ogdi l l ' s  Handbook o f  L e adership ( B ass , 1981 ) ,  a 

comp r ehens i v e r e v i ew o f  l i t e rature  on l eade rship t heo r i e s 

and r e s e a r c h  i n  g ener a l , was a l s o cons i de r ed . Thi s s t udy 

cons i d e r ed one a r e a  o f  l eadershi p - - how the l i t e rature has 

t r e a t e d  t he sub j ec t  o f  nonp r o f i t  board membe rs ' l eade rshi p .  

Gi l mo r e  and B r own ( 1985 ) ,  He rman and Tul i pan ( 1985 ) ,  H e r t ogs 

( 1988 ) , and Kramer ( 1985 ) d i s cuss the r e l at i onshi p o f  board 

and s t a f f  i n  nonp r o f i t  organ i z a t i ons and o f f e r some i n s i ght 

i n t o  board membe rs ' p e r c ep t i ons o f  t he i r  own s t rengths . 

A l l eman ( 1985 ) McAdams and G i es ( 1985 ) ,  and W i dmer ( 1985 ) 

i n t r oduce another component when they sugg e s t  pers pect i v es 

are di f f e rent because the mo t i v a t i ons of v o l un t e e r  board 

memb e r s  are di f f e r ent . 

Thi s s t udy a l s o c ons i de r ed mot i v a t i on a l  and behav i o r a l  

theo r i es i n  a n  a t t emp t t o  exp l a i n  what indi v i dua l board 

members c ons i de red e f f e c t i v e  boa rdsmans hip on one nonp r o f i t  

board . W i t hi n  those g enera l t he o r i es Bern ' s ( 1967 ) se l f 

p e r c ep t i on t h eo r y , Mas l ow ' s  ( 194 2 )  "hi e r a r chy o f  needs , "  

McC l e l l and ' s  ( 197 9 )  mo t i v a t i on a l  the o r y , and P e t r i ' s  ( 1986 ) 

a t t r i but i on theory  w e r e  used i n  the ana l y s i s  of board 

members ' resp ons es t o  ques t i ons , ques t i onna i r e  and f r om 
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obs e r vat i ona l notes . These t he o r i es r e p r e s ent c l ues t o  

unders t anding poss i b l e r e a s ons why peop l e  agree  t o  s e r v e  on 

boards and what i n f l uences the i r p e r c ept i ons of that whi ch 

i s  app r op r i a t e  behav i o r  f o r  board membe r s . 

H o l l and and Chai t ,  i n  a 1 9 8 7  s t udy on e f f e c t i v e 

gove rnance o f  pos t s e c onda r y  educ at i ona l i nst i t ut i ons , 

c omp l e t ed a s y s t ema t i c  c r i t i c a l  ana l y s i s  of the l i t e rature 

on both g en e r a l  organi z at i ona l e f f e c t i v eness and s t udi es 

f o cused speci f i c a l l y  on nonp r o f i t  o rgani z a t i ons . Over 2 0 0  

r e f e r ences w e r e  r ead and eva l ua t ed . The f o cus was l a rg e l y  

on s cho l a r l y  s t ud i es i nvo l v i ng theori es , concepts and 

d e f i n i t i ons of organi z a t i ona l e f f e c t i veness and emp i r i c a l  

r e s e a r c h  i n  t he f i e l d .  They f ound that the g enera l 

l i t e r a t u r e  on organi z a t i ona l e f f e c t i veness was v o l umin ous 

but p r o v i ded l i t t l e  agreement on def i ni t i on of the c oncept . 

They f u rther  c on c l uded t hat s t udi es o f  nonp r o f i t  

o rgani z a t i ons and the i r boards suf f e r  f r om the absence of 

g ene r a l l y  accepted c r i t e r i a  o f  overa l l  o rgani z a t i ona l 

e f f e c t i veness . They obs e rved that the nonpr o f i t  wo r l d  does 

not have s t andard nume r i c a l  measures such as p r o f i t  and 

l os s , sha r e  of the ma rk e t , or  s t ock ma rket p r i c e  behav i o r  

that cha r a c t e r i z e  f o r - p r o f i t  corpor a t i ons and p r oposed a 

mod e l  o f  e f f e c t i v eness f o r  nonp r o f i t o rgani z a t i ons comp r i s ed 

o f  11 ma j o r  cha r ac t e r i s t i cs d r awn f r om the l i t erat ure: 

I nput d imens i ons - - ( 1 )  qua l i t y  of s t a f f , ( 2 )  acqui s i t i on o f  

r e s ou r c es , ( 3 )  s a t i s f a c t o r y  exchang es w i t h  env i r onment ; 

I n t e rn a l  p r o c e s s  dimens i ons - - ( 4 )  adaptabi l i t y ,  



(5 ) i n t eg r a t i on ,  ( 6 ) g o a l  c ons ens us , ( 7 )  p a r t i c i p at i on ;  

Output dimens i ons - - ( 8 )  p r oduct i v i t y , ( 9 )  qua l i t y o f  work , 

( 1 0 )  mo r a l e ,  and ( 1 1 )  goa l a t t a i nment . 

37  

I n  thei r r e l at ed s t udy on e f f e c t i v eness of boa rds of 

di r e c t o r s , Cha i t  and Tay l o r ( 1987 ) dev e l oped an 

o rgani z a t i ona l t y p o l ogy for assess i ng board p e r f o rmance f o r  

c o l l ege and uni v e r s i t y  g o v e rning boards ( S ee Appendi x A ) . 

They acknow l edged t hat c o l l eg e  and uni v e r s i t y  g overning 

boa rds a r e  o f t en s e en as s o v e r e i gn bodi es - - under no manda t e  

t o  eva l uate t he i r own p e r f o rman ce or  be revi ewed b y  e x t e rna l 

eva l ua t o rs . The purpose o f  t hei r s t udy was t o  ex ami ne the 

e f f i cacy o f  s e l f - s t udy by gov erning boards and t o  exp l o r e  

appr oaches t o  b o a r d  eva l ua t i on . They conc l uded that the 

organi z a t i ona l persp e c t i v e  assumed by indi v i dua l board 

members cond i t i ons t hei r d e f i n i t i ons o f  board p e r f o rman ce . 

Cha i t  and Tay l o r measured thi s through the us e of a s e l f 

s t udy eva l ua t i on b y  board members . 

A l t hough t h e r e  i s  s ome di sagreement about i t s  us e ,  the 

r e s e a r c h  and dev e l opment o f  s e l f - s tudy assessments f o r  

boards o f  d i r e c t o r s  o f  nonp r o f i t  organi z a t i ons i s  eme rging 

as one imp o r t ant a r e a  f o r  cons i de r at i on i n  me asuring and 

eva l ua t i ng p e r f o rmanc e  of boards . Conrad ( 198 3 )  and the 

Asso c i a t i on o f  Governing Boa rds ( AGB ) of I ndependent 

C o l l eges and Uni v e rs i t i es ( 198 6 ) ,  a l ong w i t h  other 

r e s e a r chers i n  the f i e l d ,  have d e v e l oped i n s t rument s  that  

a r e  cur r ent l y  being t e s t ed and used . Board s e l f - assessmen ts 

ma y r e p r e s ent one l imi t e d  but imp o r t ant tool  f o r i ndi cat i ng 
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me a s u r e s  of board effecti v ene s s  whi ch c an be bui l t  upon to 

e xp l o r e  further the i s sues . G i v en the natu r e  of board 

g o v e rnance and questi ons about to whom the board i s  

a c c ountab l e ,  Conrad s ug g e sts s e l f- a s s e s sment too l s  coul d be 

he l pfu l as a c ompa rati ve or pre l imina r y  step of a mo r e  

c ompr ehens i v e  examinati on. In hi s int r oducti on to h i s  s e l f-

a s s e s sment i nstrument Conrad (1983 ) cauti ons that "th i s  

instrument s ho u l d not be u s e d  b y  itse l f !  It  shou l d  be pa rt 

of an o r g ani z ati ona l c ommitment to e x ami ne the 

o r g ani z ati on ' s  enti r e  p l anning p r o c e s s  . . .  " (p . 2 ) . Conrad 

acknow l edges that no tw o boards a r e  e x act l y a l i ke but that 

the r e  a r e  structur a l / functi ona l and oper ati ona l dynami cs  

whi ch a l l s u c c e s sful boards have in c ommon. He used th ose 

c ommon cha r a cte r i sti c s  as c r i te r i a  for me a s u r i ng the 

structur a l / functi ona l str engths , we akne s s e s and prospects 

for s u c c e s s  in the dev e l opment of hi s board membe r s ' s e l f

a s s e s sment instrument . E i g ht a r eas a r e  r ef l ected i n  hi s 

s e l f- a s s e s sment i nstrument : pe r s ona l , board o r gani z ati on , 

meeting s , c ommuni cati ons , de c i s i on-mak ing , board/ staff 

r e l ati onships , the boa r d  membership p r o c es s , the board at 

w o rk. I n  a te l ephone c onv e r s ati on on N ovembe r  3 ,  1989 , Dr . 

Conrad s a i d  that he had not c onducted fo rma l ac ademi c 

r e s e a r c h  to test for r e l i abi l ity o r  va l i d ity of h i s  s e l f

a s s e s sment s u r v e y  i nstrument . "The on l y  evi dence I have i s  

of an empi r i c a l  natur e - - 1 5  y e a r s  of us i ng the i nstrument has 

shown me that i t  w o r k s . "  
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H o l l and , Cha i t  and Tay l o r ( 1989 ) have r e c ent l y  

c onc l uded a t h r e e - y e a r  s t udy o f  boards o f  i ndependent , f ou r 

y e a r  l i be r a l  a r t s  c o l l eges ent i t l ed Boa r d  E f f e ct i v enes s :  

I dent i fyi ng and Meas u r i ng T r us tee Compe t enc i es . Thi s s t udy 

f o cused on the dev e l opment and t e s t i ng o f  a theo ret i c a l  

f r amework f o r  the ana l y s i s  o f  board e f f e c t i v eness . H o l l and 

et a l . ( 1989 ) r e c ogni z e d  the need f o r  and cur r ent v o i d  of  

such a t h e o r y  whi l e  g i v i ng c r ed i t  t o  those des c r i pt i v e  

s t udi es that l i s t ed des i r ab l e  gove rning board 

cha r a c t e r i s t i cs ( N a s on , 198 2 , ;  O ' Conne l l ,  198 5 ) . One 

c onc l us i on f r om the i r  s t udy i s  that in and of i t s e l f ,  " t he 

t radi t i ona l appr oaches t o  board s e l f - as s e s sment do not work 

w e l l "  ( p .  2 5 ) .  The i r r e s e a r c h  c ombined var i ous appr oaches 

inc l uding c r i t i ca l  i n c i denc e t e chni ques in i nt e rv i ews , and 

obs e r v a t i ons using qua l i t a t i v e  data  ana l ys i s  methods w i t h  

quant i f i ab l e ana l ys i s  t o  d e t e rmine c ons i s t ency , v a l i d i t y  and 

re l i ab i l i t y  of the i r  f ind i ngs . I t  appears that by l ooking 

at spec i f i c  c omp e t enc i es rather  than on l y  s t ructure and 

f unc t i on ,  t h i s  s t udy ma y be addi ng a new dimens i on of  

s t ud y i ng board e f f e c t i v eness . 

H o l l and et  a l . ( 1989 ) s uggest these s i x  c ompe tenc i es 

s eem t o  be ne c e s s a r y  e l ements f o r  e f f ec t i v e  boards : 

und e r s t andi ng the i ns t i t ut i ona l c ont e x t , bui l d ing the 

c apa c i t y  to l ea rn ( o f board membe r s ) , nur t u r i ng the 

dev e l opment o f  the board as a g r o up ,  r e c ogni z i ng the 

c ompl e x i t i es and nuanc e s , r espe c t  f o r guarding the i nt eg r i t y  

o f  the g ove rnance process , and env i s i oni ng and shaping 
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i ns t i t ut i ona l di re c t i on .  T h e  authors c onc l ude that 

" s ubs t ant i a l  evi denc e e x i s t s , whi ch i ndi c a t es that mo re 

e f f e c t i v e boa rds a r e  di f f e r ent i a t ed f r om l ess e f f e c t i ve ones 

in [ t hes e ]  s i x  d i s t inct  a r eas of c ompe t enc i es "  ( p .  2 5 ) . 

I n  a phone c onv e r s a t i on Dr . H o l l and ( 1 98 9 )  s a i d  the 

u l t ima t e  g o a l  f r om his cur r ent r e s e a r c h  wi l l  be to dev e l op 

c omp r e hens i v e board t r a i ni ng in each of the s i x  a r eas . 

A l t hough t h e r e  i s  s ome d i s a g r e ement amongs t  r e s e a r chers over 

what are the app r o p r i a t e  i s sues f o r  measurement and s t udy , 

t h e r e  appears t o  be g ene r a l  a g r e ement that mo r e  s t udy i s  

needed on f a c t o rs that inf l uence e f f e c t i v e  g ov e rnanc e and 

the va l ue o f  addi t i ona l r es e a r c h  in the f i e l d . 

Thi s chapt e r  has revi ewed r e s e a r c h  and l i t e rature on 

t h r e e  ma j o r  t op i c s  wi t h  r e f e r enc e t o  nonp r o f i t  organi z a t i ons 

and thei r boards o f  di r e c t o r s , vo l unt e e r i sm and the g r owth 

of the nonp r o f i t  s e c t o r , boards of di r e c t o r s  of nonp r o f i t  

o r g ani z a t i ons , and e f f e c t i v eness o f  nonp r o f i t  boards o f  

di r e c t o r s . The f o l l owing chap t e r  p r esent s the method o l ogy 

used i n  t he s t udy . 



Chapter III 

Methodology 

Overview 
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This chapter describes the theoretical basis and 

rationale for selecting the methodology for this study. It 

also discusses the research design that was used, the 

selection process for the board and organization that was 

studied, the events observed, the researcher's role, general 

strategies followed in data collection and data analyses, 

and limitations of the study. 

Given the topic and the exploratory/discovery mode of 

this study, an evolving case study design was used. 

According to McMillan and Schumacher (1989), a case study 

design provides an intensive, detailed description and 

analysis of a single entity or phenomenon. Inductive logic 

was applied in the investigation and study of board members. 

This permitted the researcher to seek out conceptz; 

insights, and understanding from patterns in the data, 

rather than collecting data to assess preconceived models, 

hypotheses, or theories (Taylor & Bogdan, 1984). The 

phenomenological basis of the qualitative approach allowed 

for the study of how board members make meanings out of 

their situations (Biklen & Moseley, 1988). 
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Taylor and Bogdan (1984) use the term phenomenology 

broadly to refer to "a tradition within the social sciences 

concerned with understanding the social actor's frame of 

reference" (p. 12). Much of qualitative research generally 

has been predicated on the belief of a naturalistic

phenomenological philosophy which assumes that multiple 

realities are socially constructed through individual and 

collective definitions of the situation (McMillan & 

Schumacher, 1989). The belief in multiple realities as 

opposed to the assumption that all social facts contain a 

single objective reality was an important force that 

motivated and drove this research. 

Theoretical and Conceptual Framework for Methodology 

Symbolic interactionism was one theoretical framework 

that was used with this study. Symbolic interactionism has 

as a basic tenet the assumption that the human experience is 

mediated by interpretation (Blumer, 1969). Blumer 

identified three premises on which the theory rests. The 

first premise is that "human beings act toward things on the 

basis of the meanings th�t th� thi ngs have for them" (1962, 

p. 2). As an example, membership on a board of directors of 

a nonprofit organization was thought by someone to be highly 

prestigious and reserved for very wealthy and influential 

people. When asked to serve on a nonprofit organization:s 

board to which the person has interest and feels committed, 

the person declines because she believes she is not well 

known or wealthy enough. The second premise is that the 



"meaning o f  such things i s  d e r i ved f r om , o r  a r i s e s  out o f , 

the s o c i a l  i nt e r a c t i on that one has w i t h  one ' s  f e l l ows " 
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( p .  2 ) . T o  f o l l ow the e x amp l e ,  the p e r s on may have 

dev e l oped t he d e f i n i t i on o f  who is a board memb e r  through 

i n t e r a c t i ons w i th other peopl e ,  obs e rv a t i ons of a part i cu l a r  

b o a r d  memb e r  o r  s i t ua t i on o r  t hr ough past  experi ences w i t h  

nonp r o f i t  o rg ani z at i ons a n d  t he i r  boa rds . 

The t h i rd p r emi s e  o f  s ymbo l i c  i n t e r a c t i on i sm i s  that 

"Mean i ngs are hand l ed i n ,  and mod i f i ed thr ough , an 

i n t e r p r e t i v e  p r oc es s  us ed by the p e r s on dea l i ng with the 

things he encoun t e r s "  ( p .  2 ) . Thi s p e r s on may have 

p r ev i ous l y  met a w e a l thy s o ci a l i t e  or p r es t i g i ous i nd i v i du a l  

w h o  h a d  t o l d  her  t h e y  s e rv ed on many b o a r d s  o f  di r e c t o rs o f  

nonp r o f i t  o rgani z a t i ons . W h a t  we  s e e  h e r e  i s  a n  e x amp l e  of 

how , thr ough s ymbo l i c  i n t e r a c t i o n i sm , a p e r s on i n t e rp r e t ed a 

s i t ua t i on based on her expe r i ences o r  l ack thereof . 

"Ob j ec t s , p e op l e ,  s i t uat i ons and events d o  not poss e s s  t he i r  

own meaning s ; r a t he r , meaning i s  c onf e r r ed o n  t hem" ( B ogdan 

& B i k l en ,  1 9 8 2 , p .  3 3 ) . 

An imp o r t ant c omponent o f  s ymbo l i c  i n t e r ac t i on i sm i s  

the c oncept o f  s e l f .  Thi s d e f i ni t i on o f  who a p e r s on i s  

p a r t l y  i s  c r ea t ed t h rough i n t e r ac t i ons w i t h  o t he r s  ( B ogdan & 

Bi k l en ,  1 9 8 2 ) . S ymbo l i c i nt e ract i on i sm i s  pa r t i cu l a r l y  

app r op r i a t e  t o  c ons i d e r  i n  thi s s t udy , as i t  sugges t s  that  

to  und e r s t and i nd i v i dua l board membe r s ' behav i o r  we  mus t  

und e r s t and t h e  d e f i ni t i ons that  t h o s e  i ndi v i dua l s  have g i v en 

t o  event s , peop l e and i n t e r ac t i ons . 



4 4  

A s e c ond t heo r e t i c a l  app roach c l os e l y  l i nk ed t o  

s ymbo l i c  i nt e r a c t i oni sm that was a l s o us ed was 

e t hnomet hodo l og y . E t hnomet hodo l ogy is a t e rm c o ined by 

Ga r f i nk e l  ( 1967 ) whi ch r e f e r s  t o  the methods by whi ch peop l e  

c r ea t e  and unde r s t and t he i r  dai l y  l i ves . 

" E t hnome thod o l ogi s t s  t r y  t o  unde r s t and how p e op l e g o  about 

s e e i ng , e x p l a i ni ng , and des c r i b ing o rd e r  i n  the w o r l d  in 

whi ch they l i v e "  ( Bogdan & Bi k l en ,  198 2 , p .  3 7 ) .  

The methodo l og i c a l  c oncep t ua l f r amew o rk that thi s s t udy 

has been bui l t  on is e t hnog r aphy . E t hnog raphy has been the 

t o o l  of  anthrop o l og i s t s  and mo r e  r e c ent l y  s o c i o l o g i s t s  and 

those who w i s h  t o  und e r s t and t he qua l i t a t i v e  p e r s pe c t i ves of  

ind i v i dua l s  and g r oups . 

The g o a l  o f  ethhnogr aphy as noted anth r op o l og i s t  

Ma l i nows ki  pointed out i s  " t o  g rasp t h e  na t i v e ' s  p o i nt o f  

v i ew ,  hi s r e l at i on t o  l i f e ,  t o  r ea l i z e h i s  v i s i on o f  hi s 

wo r l d " ( 192 2 , p . 2 5 ) . Today , qua l i t a t i v e r e s e a rchers i n  many 

f i e l ds us e e t hnog raphy f o r t he s ame purpos es . "Rather t han 

s t udy i ng peop l e ,  e t hnog r aphy means l ea rning f r om peop l e  . . . .  

At i t s  c o r e , ethnography i s  c onc e rned w i t h  the meaning o f  

a c t i ons and events t o  t h e  peop l e  we s eek t o  und e r s t and" 

( Sp r ad l ey ,  197 9 ,  pp . 3 - 5 ) . The et honog rapher mus t r e c ogni z e  

t he s ubt l e  but imp o r t ant l anguage d i f f e r enc es among 

di f f e r ent p e op l e .  The r e f o r e , in t h i s  s tudy , d i r e c t  quotes 

f r om board members w i l l  be used whene v e r  poss i b l e .  Thi s 

c onc ept has much i n  c ommon w i t h  and i s  c ompa t ab l e  t o  t he 

s ymbo l i c i nt e r ac t i oni sm theory . 
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R e s e a r c h  Des ign 

This c a s e  s t udy d e s i gn used an e t hnog raphi c me thod o l ogy 

to d es c r i be and ana l y z e  board membe r s ' p e r cept i ons o f  board 

e f f ec t i veness i n  one n onp ro f i t  o rgani z at i on . Ethnog raphi c 

t echni ques w e r e  us ed t o  c o l l ec t  data about the s o ci a l  order , 

s e t t ing and s i tua t i on being inves t i ga t e d  ( M e r r i am ,  1 9 8 8 ) . 

I n  t h i s  s t ud y  those t echni ques i nc l uded : 

1 .  Pa r t i c ipant obs e rvat i on - A s t r a t eg y  whe reby the 

r e s e a r cher wo rked i n  the f i e l d  and was imme r sed i n  the 

a c t i v i t i es and i n t e r a c t i ons o f  the i n f o rmant s . " The 

part i c i pant obs e rver [ i s ]  f u l l y  engaged i n  experi enc i ng the 

s e t t i ng und e r  s t udy whi l e  a t  the s ame t ime t r y i ng t o  

unde r s t and that s e t t i ng through pe r s ona l e xp e r i ence , 

obs e rv a t i ons and t a l k i ng wi th o t he r  p a r t i ci pant s  about what 

is happening" ( Pa t t on , 1 9 8 0 , p .  1 2 7 ) .  The r e s ea r cher was on 

s i t e  and i n  a t t endanc e  at a l l Board me e t i ngs dur ing the s i x 

month p e r i od , as w e l l as obs e r v i ng at 2 4  meet i ngs and 10  

s p e c i a l  events o f  the Board . The r e s e a r cher a l s o spent t ime 

obs e r v ing the p r o g r ams o f  the agency and me t wi th and 

obs e r v ed s t a f f  and s t a f f / Board i n t e r a c t i ons . F i e l d  notes  or  

t r ans c r i p t s  with obs e r v e r  c omment s  were  t aken a t  a l l 

mee t i ngs . 

2 .  I n- d ept h i n t e r v i ewi ng - D e f i ned by Tay l or and 

Bogdan ( 1 9 8 4 )  i t  is " r epeat ed f a c e  t o  f ac e  encoun t e r s  

between the r e s e a r cher and i n f o rmant s  d i r e c t ed t ow a r d  

unde r s t anding i n f o rmant s ' p e r s p e c t i v e s  on t he i r  l i ves , 

expe r i enc e s , o r  s i tuat i ons as expressed i n  thei r own words"  
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p .  7 7 ) .  The s e  i n - depth i n t e r v i ews were  s chedu l ed a f te� _ .the 

f i r s t  t h r e e  months o f  p a r t i ci pant obs ervat i ons ( Se e  Append i x 

A ,  I n t e rv i ew Gui de ) .  Thi r t y - two i n - depth i n t e rv i ews w e r e  

c onduct ed a t  v a r i ous s i t e s  a r ound t he c i t y  ( based on 

i n t e r v i ewees ' p r e f e rences ) f o r  2 7  Board membe rs . F i v e  Board 

members were i n t e rv i ewed a s e c ond t ime to c l ar i f y s t a t ements 

or e xpand on i deas . 

3 .  S e l f - as s e s sment survey - A b o a rd membe rs ' s e l f 

a s s e s sment survey was us ed i n  thi s s tudy a s  a s e c onda ry 

s ou r c e  t o  be  c omp a r ed with the p r i ma r y  d a t a  thr ough c r oss 

checki ng o f  r epo r t ed and obs e rv e d  data . I t  i s  g ene ra l l y  

und e r s t ood that board s e l f - as s e ssment surveys shou l d be used 

i n  c on j unc t i on w i th other data and are g enera l l y not meant 

to be  the s o l e  t o o l  f o r  d i agnos t i c  and / o r  r e s e a r ch ( Conrad , 

1 9 8 3 , p .  2 ) . Thi s i ns t rument was never d es i gned o r  i n t ended 

t o  be  us ed by i t s e l f .  

Thi s r e s e ar cher s e l e c t ed a w e l l known p r e - e x i s t i ng 

i ns t rument , Board o f  D i r e c t o r s  S e l f -Asses sment by W i l l i am R .  

C onrad , J r . ( Se e  Append i x B ) . T h i s  survey , whi ch has been 

used i n  the f i e l d  f or 1 5  y e a r s , e x amines b o a rd member s ' 

p e r f o rmanc e  t h r ough " i nd i v i dua l and c omb i ned p e r c ep t i ons o f  

the b o a r d ' s  e f f ec t i v eness and e f f i ci en c y "  ( Conrad , 1 9 8 3 , p .  

1 ) . He  has es t ab l i shed a s e t  o f  c r i t e r i a  based on 

s t ructura l / f unct i on a l  as w e l l as opera t i ona l dynami c s  that 

he s ugges t s  a l l s u c c es s f u l  b o ards have in c ommon . This  

s e l f - a s s e s sment survey was g i v en t o  b o a rd memb e r s  duri n g  the 

i ni t i a l  s t ages o f  the r e s ea r ch ( f i rs t  three months ) dur ing 
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t h e  i n -depth i n t e rv i ews . T h e  r e s e a rcher r ev i ewed t he survey 

i ns t r uc t i ons with each board memb e r  i nd i v i dua l l y  and 

e xp l a ined the purpose of the s e l f - a s s es sment as a met hod o f  

v e r i f y i ng i n t e rv i ew i n f o rma t i on ,  c l a r i f y ing i s sues and 

i dent i f y i ng g aps in know l edge , as w e l l as f o r  p l ann i ng f o r  

f ut u r e  t ra i ni ng n eeds . The s e  s e l f - as s e s sment surveys w e r e  

c ompared w i t h  e a c h  other us ing o ther f a c t o r s ; e . g . , t ime on 

board , d e f i n i t i ons of e f f ec t i v eness , and other board 

expe r i enc e . I n  thi s s t udy , the us e o f  b o a rd memb e r  s e l f 

a s s e s smen t s  was l imi t ed , as t h e r e  i s  cur r ent l y  s ome ques t i on 

about t he v a l i d i t y  o f  s e l f - a s s e s sment surveys f o r  board 

memb e r s  ( H o l l and , Chai t ,  & T ay l or ,  1 98 9 ) . 

4 .  W r i t t en ma t e r i a l s  - Thes e  inc l uded such i t ems as 

board and c ommi t t e e  minut es , po l i c y manua l s ,  annua l r e p o r t s , 

newspape r  a r t i c l es avai l ab l e t h r ough t h e  o rgani z at i on and 

r e l a t e d  o rg an i z a t i ons and o t h e r  i n f o rma t i on ga thered and 

read . Thi s r ep r es en t ed ano ther f o rm of c r os s  checking the 

d a t a . Throughout the data c o l l e c t i on pha s e  the r e s e a rcher 

a l s o kept  e x t ens i v e  f i e l d  n o t es and t rans c r i p t s  ( Bogdan & 

B i k l en ,  1 9 8 2 ; McMi l l an & Schumache r ,  1 9 8 9 ;  S t rauss , 1 9 8 7 ; 

Tay l o r & Bogdan , 1 9 8 4 ) . 

S e l e c t i on o f  the Organi z a t i on S t ud i ed 

The p r o c e s s  o f  s e l e c t ing the organ i z a t i on i n  whi ch t o  

c ondu c t  f i e l d  w o r k  began s i x mont hs p r i o r  t o  t h e  a c t ua l 

r e s e a r c h . I t  t ook app r o ximat e l y  f our mont hs t o  c omp l e t e  

t h i s  c omp on ent o f  t h e  r es e a r c h . Mee t i ng s  w e r e  a r r anged w i t h  

ma j o r  f unding s ou r c e s  i n  t h e  c ommuni t y  ( gove rnment f unders , 
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Uni t ed Way and f ounda t i ons ) who had f i rs t - hand know l edge o f  

l oc a l  nonp r o f i t  organi z a t i ons . T h e  r e s e a r cher reque s t ed 

p e rmi s s i on t o  survey the i r  p r o g r amma t i c  and eva l ua t i on 

s t a f f s  f o r  n ominat i ons o f  l oc a l  o rgani z a t i ons c ons i dered 

mos t  and l ea s t  e f f ec t i ve . The request was g r anted and the 

r es ea rcher  set up a s e r i es o f  indi v i du a l  app o i ntment s  w i t h  

Uni t ed Way , Vi r g i n i a Dep a r tment o f  S o c i a l  S e rv i c es and l oc a l  

f ounda t i on s t a f f s  t o  gather nomi na t i ons . Dur i ng the 

appointment s  she out l i ned genera l l y the purpose o f  the 

r es e a r ch and asked each p e r s on , based on his o r  her 

e x p e r i ences i n  the f i e l d  and c ommuni t y , to i dent i f y  the 

organi z at i ons he o r  she c ons i de r ed "mos t "  and " l east 

e f f e c t i v e . "  She asked f o r hi s or her f i rs t  imp r e s s i ons 

wi t hout any e xp l ana t i on so as not to bi a s  f ur ther r e s e a r ch . 

A l l o f  the res pons es w e r e  c omp a r ed , and the o rg ani z a t i ons 

mos t  nomi na t ed as e f f ec t i v e  w e r e  c ons i de r ed based on the 

f o l l ow i ng c r i t e r i a : 

1 .  A l oc a l  o r g ani z at i on not  d i r ec t l y  conn e c t ed wi th a 

nat i on a l  p a rent g r oup ( i . e . , P l anned P a r enthood , Red C r oss ) .  

Af f i l i a t i on w i th a nat i ona l g r oup might have imp l i ed s ome 

prede t e rmined p o l i c i es and s t andard i z ed t r a i ning . 

2 .  An o rg an i z a t i on w e l l - e s t ab l i shed , het e r og ene ous , 

and s t abl e i n  t he c ommun i t y ; i . e . , i n  e x i s t ence f o r  mo re 

than 10  y e a r s . I t  needed t o  have an avai l ab l e  w r i t t en 

h i s t o r y  o f  board a c t i v i t y  f o r  the r e s e a rcher t o  revi ew . 

3 .  An o rg an i z a t i on ackn ow l edged by ma j o r  f unding 

sources i n  the c ommun i t y  as mee t ing an imp o r t ant c ommun i t y  



need . A s e l f - s e rv i ng o rg ani z a t i on mi ght have represen t ed 

di f f e r ent mot i va t i ons f o r board memb e r s hi p . 

4 .  An o rgani z a t i on wi l l i ng t o  a l l ow the resea rcher 

open access to r e c o r ds , c on t a c t  with a l l board members and 

a c c e s s  to a l l mee t ings . 
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5 .  B a s ed on p r e l imi n a r y  i n t e rv i ews between the 

r e s ea r cher and E x e cut i ve Di r e c t o r  and between t he r e s e a rcher 

and t h e  board p r e s i dent , each had to appear i n i t i a l l y  

know l edgeab l e  o f  approp r i a t e  r o l es and res pons i bi l i t i es o f  

t h e  b o a r d  and t he ex ecut i v e  d i r e c t o r . 

6 .  The B o a r d  had t o  be  c ons i de r ed a c t i v e  and i n v o l ved 

by t he board p r e s i dent and t h e  e xecut i v e  di re c t o r . 

7 .  E x t e rna l f unding s ou r c es had t o  c ons i d e r  the 

o rgani z at i on a w e l l -managed i ns t i t ut i on . 

The next  s t ag e  i n  the s e l e c t i on p r o cess was the 

i dent i f i c at i on o f  and mee t i ngs w i t h  c ommuni t y  op i n i on 

l eaders who as s i s t ed i n  c on f i rming and r ank o r d e r i ng the 

nomi na t ed o rg ani z at i ons . F i v e  names w e r e  sugges t ed t o  the 

r e s e a r cher by t h e  V i c e-P r e s i d ent o f  Uni t ed Way . Each p e r s on 

r e c ommended was t hen c on t a c t ed . The c ommuni t y  l eaders 

c on t a c t ed i n c l uded board p r e s i dent s o f  two l arge 

f ounda t i ons , a c o r p o r a t e  CEO h i g h l y invo l v ed i n  c ommuni t y  

a c t i v i t i es , a uni vers i t y  v i c e-p r e s i dent , and a past  Chai rman 

of Uni t ed W a y . Thr ough t h i s  p ro c e s s  what appe a r ed t o  be  a 

l oc a l  h i gh l y  f unc t i on i ng board o f  a succes s f u l  nonp r o f i t  

organi z at i on was s e l e c t ed . The r a t i ona l e  f o r  s e ek i ng t o  

s e l e c t  what appears t o  b e  a h i g h l y f un c t i oni ng board o f  a 



5 0  

s u c c es s f u l  nonp r o f i t  o rgani z a t i on w a s  t hat  i f  a board were  

not h i g h l y f unc t i on i ng , other i s sues c ou l d i n t e r f e r e  wi th 

the i n t e r ac t i ons o f  the board membe rs . The agency s e l e c t ed 

was genera l l y  a g r eed upon as havi ng a highl y f un c t i oning 

board o f  d i r ec t o rs by a l l communi t y  op i n i on l eaders 

i nt e r v i ewed . 

Ent ry i n t o  the Fi e l d  

Once t h e  s e l e ct i on o f  an organ i z a t i on was deci ded , the 

r e s e a r cher me t w i t h  t he E x ecut i v e  Di r e c t o r  o f  that 

o rgani z a t i on to s o l i c i t  cooperat i on f o r  the s t udy . The 

E x ecut i v e  D i r e c t o r  revi ewed t he r e s e a r che r ' s  prospectus f o r 

the s t udy , a g r eed w i t h  the purpose and methodo l ogy , and 

r e c ommended the s t udy t o  the P r e s i dent of t he o r gani z a t i on .  

At t ha t  p o i n t  a meet i ng was s chedu l ed w i t h  the P r e s i dent of 

the o rgani z a t i on t o  request pe rmi s s i on t o  c onduct the 

r e s e a r ch . The P r e s i dent app e a r ed open and r e c ep t i v e  t o  the 

i dea and readi l y  a g r e ed . I t  shou l d be n o t ed that the 

P r e s i d ent had p r ev i ous p r o f e s s i ona l know l edge o f  the 

r e s e a r cher and knew her  to be  r e l i ab l e and c omp e t ent . 

Conf i d en t i a l i t y  was p r omi s e d  as t o  t he agency and i t s  Board 

memb e r s . I n  a l l cases  t he names o f  B o a rd Membe r s , s t a f f , 

o rgani z a t i ons , and t he c i t y  i n  whi ch t h e  s t udy was c onduc t ed 

were  changed t o  ma i n t a i n  t hat  conf i dent i a l i t y w i t h  a 

c ommi tment on the p a r t  o f  the r es e a r cher t o  p r ovide a f i na l 

r e p o r t  and r e c ommenda t i ons t o  t he B o a rd o f  t h e  organi z a t i on 

a t  the c on c l us i on o f  t h e  r es e a r ch . Onc e a g r e ement w i t h  the 

P r e s i dent was r e a ched , and a l et t e r  f r om t he P r e s i d ent and 



Execut i v e Di r e c t o r  was s ent t o  the B o a rd members i n f o rming 

them of the s t udy , the r es ea r ch began . 
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The o rg ani z a t i on s e l e c t e d  f o r  thi s s t udy was a l o c a l  

commun i t y - based , nonp r o f i t  chi l d  w e l f a r e  agency l oc a t ed i n  

t h e  c i t y ' s  pub l i c  hous ing p r o j e c t s . I t  has been i n  

operat i on at the s ame l oc at i on i n  thi s s outheas t e rn c i t y  o f  

t h e  Uni t ed S t a t e s  f o r  o v e r  1 0 0  y e a r s  and p r ovides s e r v i ces 

to chi l d r en o f  l ow to moderat e i n c ome f ami l i es .  The 

or gan i z a t i on "spec i a l i z es  i n  d e v e l opmen t a l  chi l d  c a r e  

p r o g r ams f o r  i n f ants , t odd l e r s , p r e s cho o l , s cho o l - age and 

summe r p r o g r ams f o r  chi l d ren , 6 w e eks to 1 2  years o l d" 

( Board manua l ,  1 9 8 9 , s e c t i on 1 ,  I n t r oduc t i on p . l ) . 

The organ i z a t i on a l s o p r o v i des f ami l y  s o c i a l  s e r v i ce 

p r og r ams w i th a goal  " t o  imp r ov e  the t o t a l  f ami l y  l i f e ,  and 

enhance the abi l i t y  of i nd i v i du a l  f ami l y  members of  chi l d r en 

enr o l l ed i n  day c a r e  p r o g r ams " ( Board manua l 1 9 8 9 ) . Under 

the b y - l aws o f  the o rgani z at i on , it  "is  gove rned by a 3 3 -

member B o a r d  o f  D i r e c t o rs r e p r e s ent i ng bus ines s , gove rnment , 

educ a t i on and the c i v i c commun i t y "  ( B oard manua l ) .  The 

Board s t r i v es to mai n t a i n  a r a c i a l  and g ender ba l ance and i s  

s t ruc t u r ed t o  work  thr ough a c ommi t t ee s y s t em that r e qui res 

a l l B o a rd members to p a r t i c i p a t e  a c t i v e l y  on the Board . 

Resear cher ' s  Ro l e  

The r es e a r cher qui ck l y  became imme r s ed i n  the Board and 

c ommi t t e e a c t i v i t i es and a s s umed the i nt e rac t i v e ro l e  o f  

pa r t i c i p ant obs e r v e r  a t  t h e  s i t e . T h i s  i n t e r a c t i v e  r o l e  

a l l owed the researcher  t o  obs erve i n  f o rma l me e t i ngs , as 



5 2  

w e l l a s  t o  p a r t i c i pa t e  i n  inf o rma l s i t uat i ons w i t h Roard 

memb e r s . The r e s e a r ch e r  a t t emp t ed t o  und e r s t and Board 

membe r s ' a c t i ons and w o rds by d i s cover ing the 

i n t e r p r e t a t i ons they made about the w o r l d  and how those 

i n t e r p r e t a t i ons a r e  cont e x t ua l l y  s i tua t ed ( B l ume r , 1 9 6 9 ) . 

S i n c e  the r e s e a r ch e r  had the advantage o f  being known in the 

c ommuni t y  as a t r a i n e r  and cons u l t ant t o  nonp r o f i t  

o rgani z a t i ons and had p r e v i ous l y  dev e l oped c r edibi l i t y  and 

t r us t w i t h  many l oc a l  nonp r o f i t  o rgani z a t i ons , rapp o r t  was 

eas i l y  es t ab l i s hed . 

Sampl ing S t r a t egi es 

Purp o s e f u l  s amp l ing s t r a t eg i es w e r e  us ed f o r  t h i s  s t udy 

as they a l l ow f o r  i n - depth l earning about one s e l ect board 

w i t hout p l anning to gener a l i z e  to a l l such boards . Once the 

o rgani z a t i on was s e l e c t e d , the Execut i v e  D i r e c t o r  and the 

P r e s i dent s ent a l et t e r  to a l l Board members announ c i ng the 

s t udy , the c omp r ehens i v e  purpos e f u l  s amp l i ng o f  a l l c u r r ent 

B o a r d  members in the o rgani z a t i on c ou l d t ak e  p l a c e . The r e  

w a s  e x c e l l ent c o ope rat i on by i nd i v i dua l B o a r d  members and 

e v e r y  c u r r ent B o a r d  member was i nd i v i dua l l y  i n t e rv i ewed as 

w e l l as obs erved at B o a r d  and c ommi t t e e  meet ings . 

Addi t i ona l l y ,  r e l evant ma t e r i a l s  on B o a r d  members w e r e  

revi ewed ( McMi l l an & S c huma c he r , 1 9 8 9 ; P a t t on , 1 9 80 ) . 

Data C o l l e c t i on S t r a t egi es 

Ke r l i ng e r  ( 1 9 7 3 )  i dent i f i es two ways o f  obs e r v i ng and 

g a i n i ng i n f o rmat i on :  
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W e  can watch peop l e  do and s a y  t h i ngs and we can ask 

peop l e  about t hei r a c t i ons and the behav i o r  o f  others . 

The p r i n c i p a l  ways o f  g et t i ng i n f o rma t i on a r e  e i ther by 

e x pe r i en c i ng s omething di r e c t l y ,  or by having s omeone 

t e l l us what happened . ( p .  5 3 7 ) 

B o t h  methods w e r e  used i n  data c o l l e ct i on f o r t h i s  s tudy . 

Data  w e r e  c o l l e c t e d  thr ough the p r ima ry data c o l l ec t i on 

t ec hni que o f  p a r t i c i pant obs e rva t i on whi ch comb i ned 

obs e r v a t i on , i n t e r v i ewing and document ana l ys i s  ( Danz i n , 

1 9 7 8 ) .  I n  the r o l e  o f  p a r t i c i pant obs e rv e r , the r e s e a r cher 

a t t ended 2 1  c ommi t t e e me e t i ngs and 3 B o a rd mee t i ngs as w e l l  

as 1 0  s p e c i a l  events over  a s i x -month p e r i od . G l enn J a c obs 

( 1 9 7 0 ) has e x p l ained the ro l e  and respons i b i l i t i es of the 

par t i c i pant obs e r v e r  i n  f i e l d  r es e a r c h : 

H e  [ t he p a r t i c i pant obs e rv e r ]  mus t be ab l e  t o  see , to  

l i s t en ,  and t o  f ee l  s ens i t i ve l y  the s o c i a l  i n t e r a c t i ons 

of w h i c h  he becomes a p a r t . He mus t be ab l e  to g r ow 

w i t h  h i s e x p e r i ences . He mus t ques t i on t ime and again 

whether he has p e r c e i ved enough and whether h i s  

und e r s t andings a r e  as accurate  as he c an make t hem . H e  

mus t be ab l e  t o  und e r s t and h i s  own impact upon the 

s o c i a l  s i tuat i on he s t udi es and what i n f l uences other 

p a r t i c i p ant s  and t he s i tuat i on have upon him . ( p .  7 )  

E x t ens i v e  not e t ak i ng , summary not es and t ape r e c o rd i ng 

w e r e  emp l oyed when pos s i b l e at a l l meet i ngs . At each 

mee t i ng , a v a r i e t y  of  s t ructur a l  d e t a i l s  were not ed : 

a t t endance , s eat ing p a t t e rns , s t a r t i n� and end ing t i mes , 



a r r i v a l  and departure  t imes , i n t e r ac t i ons between peop l e ,  

a t t i r e  o f  Boa r d  membe r s , speake rs , and the obs e r v e r ' s  

thoughts and r e a c t i ons . Add i t i ona l l y ,  the r es e a r cher 

r ev i ewed the w r i t t en ma t e r i a l s d e v e l oped by and for the 

Board r e l ated t o  Board and c ommi t t e e  s e s s i ons . 
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The Conrad Board o f  D i r e c t o r s  S e l f -Assessment survey 

was g i ven to Board members  w i t h  a request to c omp l e t e  and 

r eturn i t  at the next  C ommi t t e e /Board mee t i ng . The surveys 

were l ong and t ime i n t ens i ve . Of  the 27  surveys 

di s t r i but ed , onl y 1 2  w e r e  r e t u rned t o  the r es e a r cher a f t e r  

r ep e a t ed f o l l ow - up r emi nde r s  ( Se e  ana l ys i s  i n  Appendi x C ) . 

A f t e r  the i ni t i a l  t h r e e  months o f  p a r t i c i pant 

obs e r v a t i ons at Bo ard and c ommi t t e e  me e t i ngs and the 

di s t r i but i on of the s e l f - as s e s sment surveys to a l l Boa r d  

membe r s , the p r o c e s s  o f  i n - depth qua l i t a t i v e  i n t e r v i ews o f  

Boa r d  memb e r s  began . 

P r epa r a t i on f o r  i n t e rv i ews . The r es ea r ch e r  spent t ime 

p r epar i ng f o r  i nd i v i dua l i n t e rv i ews as i t  was imp o r t ant f o r  

t h e  r e s ea r ch e r  t o  be  w e l l - o rgani z ed and know l edgeab l e  about 

the i nd i v i dua l Boa r d  members  p r i o r  to the i n t e rv i ews . I n  

o r d e r  t o  make t h e  i n t e r v i ewees c omf o r t ab l e w i t h  t h e  p r o c e s s , 

the r e s e a r ch e r  demons t r a t e d  adaptabi l i t y  t o  the s chedu l es of  

the Board members and was avai l ab l e a t  the i r  c onveni ence 

w i th r e f e r en c e  t o  t ime and p l ac e . P r i o r  to the r e s e a r cher 

maki ng c on t a c t  w i th Board memb e r s  f or i n t e r v i ews , the 

E x ecut i v e  Di r e c t o r  and P r e s i d ent sent a l et t e r  t o  a l l Board 



members a s k i ng f o r  the i r c o ope r a t i on and supp o r t  f o r  the 

i n t e rv i ews . 
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S t ep 1 .  P r i o r  t o  s e t t i ng up an int ervi ew s chedu l e 

( month 2 ) ,  the r e s e a r cher p r ep a r ed f i l es on a l l Board 

members w i t h  i n f orma t i on gathered on the i r  backg r ounds , 

resumes , B o a r d  app l i ca t i ons and other r e l evant i n f o rmat i on 

avai l ab l e  thr ough the o rgani z a t i on and other pos s i b l e pub l i c  

s ou r c es . 

S t ep 2 .  The Board p r e s i d ent announced the r e s e a r ch 

p r o j e c t  i nt e rvi ews a t  a Board me e t i ng wi th a f o l l ow - up 

l e t t e r  t o  a l l Board members a l e r t i ng them t o  the f ac t  that 

the r e s e a r cher w ou l d be c ont a c t ing them t o  s e t  up 

appo intment s  f o r  i n t e rv i ews . The Board p r e s i dent i nd i c a t ed 

h i s  supp o r t  f o r  the p r o j e ct . 

S t ep 3 .  The r e s e a r cher t e l ephoned a l l B o a rd members t o  

s chedu l e appo i ntment s  dur i ng t h e  f ourth- t o  s i x th-months o f  

t h e  r e s e a r ch p r o j e c t . F o l l ow - up phone ca l l s w e r e  made t o  

r emind p e op l e  o f  t h e  appoi ntment s .  T h e  i n t e r v i ews t ook 

p l ace a f t e r  the f i r s t  three months of the f i e l d  research , 

g i v i ng the r e s e a r cher t ime t o  become f ami l i a r wi th the Board 

membe r s , and prepare  f o r  the i n t e r v i ews . 

S t ep 4 .  I nt e rv i ews w e r e  c onduct ed a t  s i t es and t imes 

s e l e c t e d  by the indi v i dua l B o a r d  members ( i . e . , work s i t e , 

home , nonp r o f i t  organ i z at i on , a l t e rnat i v e  s i t e ) . I t  was 

imp o r t ant that the i n t e rv i ew env i r onment be c omf o r t ab l e  and 

approp r i a t e  f o r  the p e r son being i n t e r v i ewed ( B i k l en & 

Mos e l ey , 1 9 8 8 ) . Each i nt e rv i ew l as t e d ' be tween a h a l f - hour 



t o  one hour , depend i ng on the pace s e t  by the p e r s on being 

i n t e r v i ewed . 
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S t ep 5 .  An open- ended i n t e r v i ew guide was used at a l l 

i n t e rv i ews ( s e e  App endi x A ) . Audi otape r e c o rdings were  used 

in a l l but three i n t e r v i ews . ( Th r e e  B o a rd members 

s p e c i f i ca l l y  asked not to be  t aped dur i ng thei r i n t e rvi ews . )  

S t ep 6 .  Aud i o t aped i nt e rv i ews were  t r ans c r i bed , 

l i s t ened t o  a s e c ond t ime t o  add obs e r v e r  c omment s  and other 

c o r r e c t i v e  inf o rma t i on ,  r e t yped , and then p l a c ed i n  the 

Board membe r ' s  f i l e  f o r f ut u r e  r e f e rence . The r es ea r che r 

used these mu l t i p l e  data c o l l e c t i on t e chni ques dur i ng the 

i n t e rv i ews ( t ape r e c o rding , i n t e rv i ew guide , obs e r v e r  

comment s  and f i e l d  notes ) t o  c o r r obo r a t e  what w a s  being s a i d  

and obs e r v ed and t o  i n s u r e  c r edibi l i t y  o f  d a t a  c o l l ec t i on . 

I t  was n e c e s s a r y  t o  c onduct s e c ond i n t e r v i ews w i t h s ome 

Board memb e r s  to f ur ther c l a r i f y  s ta t ement s  and t o  

und e r s t and and ana l y z e  what was s a i d  during p r evi ous 

i n t e rv i ews . 

T o  i nsure  hi gh l ev e l s o f  v a l i d i t y  and r e l i abi l i t y  o f  

the da t a , t r i angul a t i on o f  data c o l l e c t i on s t r a t eg i es was 

emp l o y ed ( Danz i n ,  1 9 7 8 ) .  The p r ocedure o f  c o l l e c t i ng data 

f r om mu l t i p l e data s ou r c e s  a l l ows for  c r o s s  va l i da t i on by 

the r es e a r che r . The v a r i ous s t r a t eg i es o r  t e chn i ques us ed 

to c o l l ec t  d a t a  i n  thi s s t udy whi ch i nc l uded i n - depth 

i n t e r v i ew i ng , p a r t i c i p ant obs erva t i on ,  a s e l f - as s e s sment 

survey and r ev i ew of w r i t t en mat e r i a l s  whe r e  imp o r t ant t o  

the p r o c e s s . S t a t ement s  made by B o a rd members duri ng 
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i n t e rv i ews we r e  c omp a r ed to what they said and d i d  dur i ng 

mee t i ngs and p r ov i ded i n  w r i t t en ma t e r i a l s .  The v a r i ous 

s t r a t e g i es c l a r i f i ed and s t r engt hened the r e s e a rche r ' s  

und e r s t anding o f  what was meant by B o a r d  members when they 

made s t a t ements about Board e f f ec t i veness o r  other sub j e c t s  

i n  d i f f e r ent s e t t i ngs obs erved by the r es ea r c he r . 

Data Ana l ys i s  S t r a t egi es 

Data  ana l ys i s  was an ong o i ng p r ocess i nt eg r a t ed i n t o  

a l l p h a s e s  o f  the s t udy ( McMi l l an & S chumacher , 1 9 8 9 ) . 

I ni t i a l  ana l ys i s  occur r ed thr ough obs e r v e r  c omment s  w r i t t en 

a l ong wi th f i e l d  n o t e s  during the ea r l y  s t ages of data 

c o l l e c t i on .  P r eparat i on and revi s i ons o f  t r ans c r i p t s  f r om 

t aped i n t e rv i ews s t imu l a t ed s ome p r e l imi nary ana l ys i s  a l s o . 

Thi s , i n  turn , r equi red addi t i ona l l i t e rature r ev i ew on 

eme r g i ng t o p i cs . A f t e r  s i x  mont hs , when the r e s e a r cher l e f t  

the f i e l d  and f o rma l l y  ended d a t a  c o l l e c t i on ,  f o rma l d a t a  

ana l ys i s  began . 

Thi s pha s e  began by r e v i ewing a l l mat er i a l s  a cqui red 

dur ing the data c o l l e c t i on p e r i od . A coding s y s t em was 

d e v e l oped and w r i t t en mat e r i a l s  were coded ( S ee App end i x  D ) . 

The r e s e a r cher then began i dent i f y i ng and ma rking g ene r a l  

d a t a  uni t s  o f  i n f o rma t i on whi ch s e rv ed a s  a b a s e  f o r  

d e f i n i ng cat ego r i es . D a t a  uni t s w e r e  c omp r i s ed o f  d i s t inct 

and separate c omment s  i d ent i f i ed f rom i nt e rv i ew and mee t i ng 

t rans c r i p t s  and other w r i t t en mat e r i a l s  that c ou l d  s t and 

a l one w i t hout addi t i ona l exp l anat i on .  C a t e g o r i es and 

subc a t eg o r i es f o r  a l l ma t e r i a l s  w e r e  deve l oped at tha t t ime . 
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Fi r s t , g ene r a l  data uni t s  o f  i n f o rma t i on were  p l a c ed on 

i ndex c a r ds and c oded a c c ording to bas i c  f a c t o r s  such as 

c ode names , mee t i ng , dat es , g ender and race . The cards were 

then s o r t ed into p i l es by cons t ant l y  c omp a r i ng the 

i n f o rma t i on on one c a r d  wi th the i n f o rma t i on on the next . 

The p i l es w e r e  t en t at i v e l y l abe l ed f r om natur a l l y  occurring 

c a t eg o r i es and a l l the c a rds wi thin each pi l e  w e r e  coded 

a c c o r d i ng l y .  Once a l l the cards had been c oded , ca rds 

r e l evant to a c e r t a i n  c a t e g o r y  c ou l d be r e t r i eved by the 

code on the c a r d  ( Guba & L i n c o l n ,  1 9 8 1 ) . 

L i n c o l n  and Guba ' s  ( 1 9 8 5 ) t echni que f o r  dev e l oping 

c a t e g o r i es was app l i ed t o  a s s e r t a i n  whi ch uni t s  o f  

i n f o rma t i on went w i t h  each other . Guba and L i nc o l n  ( 1 9 8 1 )  

suggest  f our genera l gui d e l i n es f o r c a t e g o r y  dev e l opment : 

1 .  The number o f  p e op l e  who ment i on s omething o r  the 

f r equenc y w i t h  whi ch s omething appears i n  the data i ndi cates  

an imp o r t ant dimens i on .  

2 .  One ' s  audi enc e  may d e t e rmi ne what i s  imp o r t ant . 

3 .  S ome c a t eg o r i es wi l l  s t and out becaus e o f  the i r  

uni queness  and shou l d  t he r e f o r e  b e  i nc l uded . 

4 .  C e r t a i n  cat ego r i es ma y r e v e a l  " a reas o f  i nqui r y  not 

otherw i s e  r e c ogni z ed "  or " p r ov i d e  a uni que l ev e rage on an 

otherw i s e  c ommon p r o b l em" ( p .  9 5 ) .  

They a l s o caut i on that c a t eg o r i es shou l d  be het er ogene ous - 

" d i f f e r en c es among c a t e go r i es ought t o  be  bo l d  and c l e a r "  

( p .  9 3 ) .  Dec i s i ons w e r e  made on c a t eg or i es , sub- c a t eg o r i es , 

and codes based on dec i s i on- r u l es  dev e l oped us ing L inco l n  



and Guba ' s  guide l i nes t o  assure that a l l c a t eg o r i es w e r e  

het e r og ene ous and c l e a r . ( S ee App endi x E . ) 
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When c a t eg o r i es and subca t eg o r i es w e r e  f i na l i z ed , a l l 

d a t a  w e r e  r ev i ewed , ana l y z e d  and c omp a r ed . By  cont i nua l l y  

c ompar ing d a t a  and l ooking f o r  agreement o r  di sagr e ement in 

the dat a , the r e s e a r cher began to i dent i f y  a r e as f o r  

c ons i de r a t i on and f urther ana l y s i s . Data d i s p l ays were  

d ev e l oped t o  l ook f o r ov e r l app i ng o r  gaps  i n  inf orma t i on 

and/ o r  d r awing and v e r i f y ing va l i d c onc l us i ons . Data 

d i s p l a ys were a l s o h e l p f u l  i n  organ i z i ng data in a conc i s e  

f o rm s o  that pos s i b l e  ana l y s i s  and comp a r i s on conc l us i ons 

c ou l d  be dr awn ( Mi l es & Hube rman , 1 9 8 4 ) . 

T r i angu l a t i on ( Da n z i n , 1 9 7 8 )  o f  data s ources was used 

in ana l y s i s  to va l i da t e  i n f o rmat i on thr ough c r o s s - checking 

data s ources and by c omp a r i ng c ont ent f r om di f f e r ent 

sources . I t  was n e c e s s a r y  t o  r e turn t o  the f i e l d  dur i ng 

thi s p e r i od t o  r e - i n t e rv i ew s ome B o a rd members f o r  

c l a r i f i c a t i on o f  o r i g i n a l  int erv i ews and t o  gather 

addi t i ona l i n f o rmat i on f r om other s ources such as Board 

minutes  and past  annua l r ep o r t s . Dur i ng the f i na l phas e o f  

d a t a  ana l ys i s , eme r g i ng themes o r  concepts w e r e  emp l o y ed . 

Thr ough s t udying c onvergence o f  data s ou r c es an a t t emp t was 

made to d ev e l op unders t anding and e x p l ana t i ons o f  what was 

s a i d  and meant by B o a r d  members . Dur i ng a l l phas es of the 

data ana l ys i s , c r edibi l i t y  and t rus tworthiness o f  data were 

cons i de r ed , and c r os s - checking o f  i n f o rmat i on was emp l oyed . 
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R e l i abi l i ty, Va l i d i ty, and B i a s  

One imp o r t ant e l ement o f  a n y  research i s  t h e  abi l i t y  t o  

d emons t r a t e  t h e  r e l i abi l i t y  and va l i di t y  o f  t h e  f i ndings . 

LeComp t e  and G o e t z  ( 1 9 8 2 ) sugg es t " that d i s t i n c t i v e  

cha r ac t e r i s t i c s o f  ethnographi c r es ea r ch desi gns res ul t i n  

v a r i at i ons in the w a y s  p r o b l ems o f  r e l i abi l i t y  and v a l i d i t y  

a r e  app r oached" ( p .  3 3 ) . 

Re l i abi l i ty .  Re l i abi l i t y  genera l l y  r e f e r s  t o  the 

e x t ent to whi ch s t udi es can be r ep l i c a t ed , but s i nce 

qua l i t a t i v e  r e s e a r chers acknow l edge that human behav i o r  is  

not s t a t i c ,  they c onc l ude that no s t udy invo l v i ng human 

b e i ngs c an be r ep l i c a t e d  e x a c t l y  ( L eComp t e  & Goe t z , 1 9 8 2 ) . 

Qua l i t a t i v e  r e s e a r chers v i ew r e l i abi l i t y  as " a  f i t  between 

what they r e c o rd as d a t a  and what a c t ua l l y  occurs i n  the 

s e t t ing under s t udy" ( Bogdan & B i k l en ,  1 98 2 , p .  4 4 ) . The 

g o a l  of e x t e rna l re l i abi l i t y  i n  this  s t udy was to enab l e  

other r e s e a r chers t o  be ab l e  t o  r ep l i ca t e  the me thodo l og y  

and f o l l ow the s ame s t r a t e g i e s  us ed i n  this f i e l d  r e s e a rch . 

T o  ensure  e x t erna l r e l i abi l i t y  the r e s e a r cher c l ea r l y  and i n  

g r e a t  d e t a i l d e f i ned the r e s ea r che r ' s  r o l e ,  t h e  s e l ect i on 

p r o c e s s  o f  the o rgani z a t i on and board s e l e c t ed , and the 

c r i t e r i a  f o r  s e l e c t i on . The s o c i a l  c onte x t , the data 

c o l l e c t i on and ana l ys i s  s t r a t eg i es , and the ana l y t i c a l  

p r emi s e s  w e r e  a l s o c a r e f u l l y  and f u l l y  d e t a i l ed .  

V a l i d i ty .  I n  qua l i t a t i v e  r es ea r ch such as thi s , the 

t e rm d es i gn v a l i di t y  is o f t en used to r e f e r  to aspects of 

i nt e rna l and e x t e r n a l  v a l i d i t y  ( McMi l l an & Schumache r , 
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1 9 8 9 ) . When s eeking i nt e rn a l  va l i di t y  the r e s e a r cher i s  

conce rned w i t h  t h e  ques t i on ,  Am I obs e r v i ng what I think I 

am obs e rv i ng? I n  thi s s t udy , i n t e rn a l  v a l i d i t y  means 

a s s u r i ng that wha t B o a r d  members und e r s t and , say , mean and 

do w e r e  r e c o rded accurat e l y  f r om the i r  p e r s p e c t i v e s . Thi s 

was ensured i n  thi s r e s e a r ch , i n  part , thr ough the us e of 

mu l t i p l e  data c o l l e c t i on t e chni ques i n  a speci f i c  s e t t ing ; 

e . g . , c ombining the i n - depth int e r v i ews wi th aud i o  reco rding 

and f i e l d  n o t es , as w e l l as wi th mu l t i p l e  data c o l l ec t i on 

s t r a t eg i es i n  di f f e r ent s et t i ngs ; e . g . , i n - depth int e rv i ews , 

part i c i pant obs e rvat i on a t  meet ings , and us e o f  indi v i dua l 

survey ques t i onna i r e s . Thi s t hen enab l ed the r e s e a r cher t o  

c r oss check d a t a  f r om Board membe rs ' di f f e r ent perspectives  

at one  s p e c i f i c  t i me and d i f f e r ent p e rs p ec t i v e s  at di f f e r ent 

t imes . 

McMi l l an and Schumacher ( 1 9 8 9 )  have sugges t ed that 

ethnogr aphi c r e s e a rch in g ene r a l  c l aims t o  have high 

i n t e r n a l  v a l i d i t y  bas ed on mu l t i p l e data c o l l ec t i on and 

ana l ys i s  t e chniques . They i d ent i f i ed s e v e r a l  overa l l  

s t r a t eg i es whi ch a r e  cons i de r ed t o  i n c r ea s e  i nt e rnal  

v a l i di t y  i n  qua l i t a t i v e  r e s e a rch , whi ch are the l engthy data 

c o l l e c t i on p e r i od us ed , us e o f  part i c i pant s ' l anguage i n  

inst ruments deve l oped f o r  i n t e r v i ews , f i e l d  r e s e a r c h  whi ch 

by i t s  d e f i n i t i on i s  c onduct ed i n  the n a t u r a l  s e t t i ngs , and 

l as t l y ,  d i s c i p l ined sub j e c t i v i t y  of the r e s e a r cher whi ch 

r e c ogni z es and t ak e s  i n t o  a c c ount the r e s e ar che r ' s  own bias . 
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E x t e rna l v a l i d i t y  i n  thi s s t udy means an e x t ens i on o f  

und e r s t anding f r om a c ont e x t - bound gene r a l i z a t i on t o  other 

o rgani z a t i ons , boards and s i tua t i ons . E x t ens i on of 

und e r s t anding was a c c omp l i shed thr ough d e t a i l ed des c r i p t i ons 

of the events and peop l e  s t udi ed whi ch ma y enab l e  others t o  

und e r s t and s i mi l a r s i t ua t i ons and e x t end those 

und e r s t andi ngs in subs equent r e s e a rch . 

A ma j o r  s t r eng th o f  qua l i t a t i v e  r e s e a r ch i s  i t s  

c onst ruct va l i d i t y . The r e s e a rcher s ought t o  assure that 

the s t udy r epr e s en t ed the unde r l y i ng c onst ruct thr ough us e 

o f  mu l t i p l e s ources o f  evi denc e i n  data co l l e c t i on and by 

c r o s s - checking the d a t a  sources wi th r e f e rence to what was 

being s a i d  dur i ng i n t e r v i ews w i t h  what was being obs e rved 

and r e c o rded as dat a . Ana l ys e s  o f  e x p l ana t i ons and 

obs e rv a t i ons us i ng these methods l ed to a generat i on and 

r e f i nement of what was a c t ua l l y  meant by indi v i dua l board 

members . 

B i as . The r e s e a r cher i n  qua l i t a t i v e  r es e a rch i s  o f t en 

c ons i d e r e d  the p r ima r y  i ns t rument ( Bog dan & B i k l en ,  1 9 8 2 ) ;  

ther e f o r e , r e s e a rcher b i a s  mus t be i dent i f i ed and t aken int o 

a c c ount ( L eComp t e , 1 9 8 7 ) .  " The r es e a r cher i s  not  a neut r a l  

obs e r v e r ;  t h e  a s s ump t i ons , p r i o r  exp e r i enc e s , v a l ues and 

b i a s e s  of the r e s e a r cher in c onduct ing the s t udy and in the 

ana l ys i s  of data a r e  unavoidab l e "  ( G r o chau , 1 9 8 9 ,  p .  8 9 ) . 

The p r o f es s i ona l backg round and i n t e r e s t s  o f  thi s 

r e s e a rcher i n  the f i e l d  o f  nonp ro f i t  management and board 

d ev e l opment were r e c ogni z ed and t ak en into a c c ount . The 



r e s e a r cher a t t empt ed t o  r e c ogni z e  and bracket her own 

be l i e f s  and v a l ues when obs e r v i ng , int e r v i ewing and 

rep resent i ng the be l i e f s  and va l ues of the pa r t i c i pants in 

the s t udy ( E r i ck s on , 1 9 8 4 ) . 

Limi t a t i ons o f  the St udy 
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I t  was f u l l y  r e c ogni z ed that a s t udy o f  thi s nature has 

many l imi t a t i ons . 

1 .  The r es e a r cher has wo rked as a consu l t ant and 

t r ainer  in the c ommuni t y  f o r  over  20 y e a r s  and is cons i d e r ed 

an " e xp e r t " i n  the f i e l d  by the s t a f f  and s ome members o f  

t h e  B o a r d , whi ch may have inhibi t ed o r  mod i f i ed i n t e r v i ewee 

resp ons es and/ or  a f f e c t e d  behav i o r  at Board and commi t t e e  

me et i ngs . 

2 .  The s t udy was l imi t ed t o  the Board o f  Di r e c t o r s  o f  

one nonp r o f i t  o rgani z a t i on c ons i de r ed t o  b e  e f f e c t i v e . 

3 .  The board s e l e c t i on was l imi t ed t o  one board 

l o c a t e d  wi thin a p a r t i cul a r  med i um- s i z ed ,  s outheas t e rn c i t y  

i n  the Uni t ed S t a t es . 

4 .  U s e  o f  a c a s e  s t udy des i gn l imi t ed the 

p r edi c t abi l i t y  t o  other  boards o f  di r e c t o r s o f  nonp r o f i t  

or gani z a t i ons , but ma y yi e l d  und e r s t anding and di r e c t i ons 

f o r f ut u r e  r es e a r ch . L i mi t a t i ons of thi s des i gn a l s o 

i n c l ude us i ng a purp o s e f u l  ( non- p r obabi l i ty ) s amp l e  

s t r a t egy ; the r e f o r e , g ener a l i z abi l i t y  beyond the 

o r gani z a t i on/ board member i s  not  p o s s i b l e  ( Goet z & LeComp t e , 

1 9 8  4 )  . 



5. Whi l e  a t t emp ts were  made t o  l imi t 

r e s e a r c he r / i n t e rv i ewer bi as , the poss i bi l i t y  e x i s t s  that 

bias ma y have been a f a c t o r . 

6 .  S i x  months may not have been suf f i c i ent t ime t o  

acqui r e  a n  und e r s t anding o f  indi v i dua l board membe rs ' 

p e r cept i ons . 
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7 .  Thi s s t udy does not d e a l  speci f i ca l l y  wi th 

Boa rd/ E x ecut i v e Di r e c t o r  and Board/ s t a f f r e l a t i onships whi ch 

may hav e been an imp o r t ant i n f l uenc i ng f a c t o r  in Board 

membe rs ' p e r c ep t i ons . The c u r r ent s t udy i s  l imi t ed t o  the 

memb e r s  o f  the Board of Di r e c t o r s  thems e l ves and thei r 

p e r c ept i ons o f  B o a rd e f f ec t i veness . 

Thi s chap t e r  has r ev i ewed the methodo l ogy used f o r 

conduc t i ng thi s s t udy . Chap t e r  I V  wi l l  p r ovide backg r ound 

o f  the or gani z a t i on under s t udy and the cur r ent Board 

members s e rv i ng on its  Board . 



Chapt e r  I V  

The Chi l dr en ' s  As s o c i a t i on o f  G r e a t e r  S outheas t : 

I t s H i s t o ry , St ructur e , Operat i on ,  

and Board o f  Di r e c t o rs 
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Thi s chap t e r  d es c r i bes the hi s t o r y , s t ructure and 

o p e r a t i on of the Chi l dr en ' s  As s o c i a t i on of G r e a t e r  

Southeas t ,  a nonp ro f i t  c ommun i t y  b a s e d  o rgan i z a t i on l oc a t ed 

i n  a mi d - s i z ed s outhe a s t ern c i t y  i n  the Uni t ed S t a t es . The 

o rgani z a t i on has been in e x i s t ence f o r  over  1 0 0  years and 

cont i nues to o p e r a t e  w i thin the s ame gene r a l  g eogr aphi c 

bound a r i es i t  d i d  s i nc e  i t s  i nc ep t i on . I t s h i s t o r y  and 

r eput a t i on add t o  the unders t andi ng of t he organi z a t i on and 

those who cur r ent l y  s e rve on i t s  board and why they a g r eed 

to s e rv e . 

The chapt e r  a l s o c on t a i ns a des c r i pt i on o f  the Bboard 

s t ructure and a d emog raph i c  p r o f i l e  of c u r r ent Board 

memb e r s . ( A  mo r e  c omp r ehens i ve p r o f i l e  o f  i nd i v i dua l B o a rd 

members appea r s  i n  Appendi x F . ) The demograph i c  

p r e s ent a t i on and ana l ys es o f  the B o a r d  members wi l l  s e t  the 

s t age f o r  f ur ther d i s cus s i on and ana l ys e s  of p e r c ep t i ons of 

B o a r d  e f f ec t i veness by the i nd i v i dua l B o a r d  members o f  the 

organ i z a t i on .  
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H i s t o ry 

The Chi l d r en ' s  Ass o c i a t i on was f ounded near l y  1 2 0  years 

ago a s  the "As y l um f or C o l o r ed O rphans . "  It  was f ounded 

s h o r t l y  a f t e r  the Ci v i l  War ended when a g r oup of B l ack 

w omen , the Ladies S ewing Ci r c l e  for Cha r i t ab l e W o rks , 

r e c ogni z ed the need f o r  an orphanage f o r  B l a c k  chi l d r en who 

w e r e  l ef t  home l e s s  a f t e r  the war . ( Board Manua l o f  the 

As s o c i a t i on , H i s t o ry - rev i s ed 1 9 8 9 ) . 

S a l l y  R i v e r s  ( name c hanged t o  ma i n t a i n  o r gani z at i on ' s  

anonymi t y ) , s ewing c i r c l e  l eade r , c onvinced the members o f  

her  g roup t h a t  addi t i ona l supp o r t  was n e eded f r om other 

c ommuni t y  g r oups to  und e r t ake t he p r o j ec t . Rivers s ought 

end o r s ement and f i nan c i a l  a i d  f o r  t he o rphanage f r om a l oc a l  

a f f i l i a t e  o f  a na t i on a l  l i be r a l  r e l i g i ous g r oup whi ch had a 

h i s t o r y  and i n t e r es t  i n  h e l p i ng B l ack p e op l e  be f o r e  and 

dur i ng the war . R i v e r s  was awa r e  of the f i nanc i a l  

c ont r i but i ons thi s r e l i g i ous g r oup had made t o  the educa t i on 

o f  B l a c k  chi l d r en i n  other c ommuni t i es . 

The l oc a l  a f f i l i a t e  o f  the nat i ona l r e l i g i ous g r oup 

a g r eed to s p ons o r  the o rphanage p r o j ec t  and r a i s e  money 

thr oughout the s t a t e  a s  w e l l as i n  the N o r t hern s t at e s . I n  

1 8 6 7 , t h e  Southeast C i t y  Counc i l  v o t ed t o  deed t h e  "O l d  

O rphan As y l um" p r op e r t y  t o  the t rus t e e s  o f  the l oc a l  

a f f i l i a t e  o f  t h e  nat i on a l  r e l i g i ous g r oup f o r  t he purpose o f  

c ons t ruc t i ng a n  o rphanage f o r  b l a c k  chi l dr en . The bui l di ng 

was c omp l e t e d  i n  1 8 7 1 , and the Chi l dr en ' s  As y l um f o r  C o l o r ed 

O rphans was r eg i s t e r ed and i nc or p o r a t e d  as a n on - s t ock 



67  

c o rp o r a t i on by the S t a t e ' s  Genera l As s emb l y  in 1 8 7 2 . I n  

that year , t h e  c i t y  counci l f i na l l y  deeded the e x i s t i ng 

p r o p e r t y  t o  the Chi l dr en ' s  As s o c i at i on f o r  C o l o r ed Orphans . 

Thi s o r i g in a l  bui l ding was c l o s ed i n  1 9 6 9  becaus e o f  

s t ructura l det e r i o r at i on ( Hi s t o r y  o f  the As s oc i a t i on ,  1 9 8 5 ) . 

The r e l i g i ous g r oup , whi ch was p r i ma r i l y  whi t e ,  

r e p r e s en t ed s ome o f  the f ounding members o f  the board whi l e  

the mi nut es dur i ng 1 8 7 1  show that " c o l o r ed men f r om v a r i ous 

chur ches w e r e  a c c ep t ed as T rus tees , "  and seve r a l  years l a t e r  

t h e  f oundi ng members w i t hd r ew ( Hi s t o r y  o f  t h e  As s oc i a t i on ,  

1 9 3 5 , p .  2 ) . The numbe r  o f  e l e c t ed d i r e c t o rs appears t o  

have been det e rmined by t h e  f i nanc i a l  supp o r t  c ont r i buted by 

v a r i ous churches . The o r i g i na l p l an of s e l e c t i ng di r e c t o rs 

was by churches buy i ng s t ock and hav i ng a r e p r e s ent a t i v e  f o r  

e a c h  $ 2 5 . 0 0 w o r t h  o f  s t o c k  ( As y l um f o r  C o l o r ed Orphans 

mi nut es Feb rua r y  2 2 , 1 9 3 2 ) .  

When any r e l i g i ous c ong rega t i on of c o l o r ed p e r s ons i n  

the c i t y  o f  [ Southeas t ]  sha l l have r a i sed b y  

subs c r i p t i on o r  o t he rwi s e , and p a i d  i n t o  the t r easury 

o f  s a i d  c ompany , a s um equi v a l ent to the v a l ue o f  one 

or mo r e  shares of t he s t ock of s a i d  c ompany , they sha l l 

be and a r e  t hen autho r i z ed t o  subs c r i be f o r  one o r  mo r e  

shares o f  t h e  s t o ck , and t o  appoint  one o r  mo re 

t rus t ees . Each t rus t e e  under t hi s act , i n  a l l 

meet i ngs o f  the board , sha l l have one v o t e  f o r  each 

sha r e  o f  s t o c k  r ep r e s en t ed to him . ( Chap t e r  3 6 2 , p .  



4 5 5 , S ec t i ons 3 and 4 Acts o f  As s emb l y ,  [ S t at e ]  

Ar t i c l es o f  I nc o rporat i on ,  March 2 6 ,  1 8 7 2 )  
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The o r i g i na l purpose o f  t h e  B o a rd was s t a t ed as " B oa rd 

o f  Di r e c t o rs ( appoi n t ed ] f o r  the manag ement o f  the i n t e r e s t s  

o f  the a s y l um and sha l l h a v e  t h e  c a r e  and p r ovide the 

educ at i on o f  o rphan chi l dren o f  c o l o r ed p a r entage p l aced i n  

s a i d  a s y l um" ( Chapt e r  3 6 3 , p .  4 5 4 , Acts  o f  As s emb l y ,  

[ S t a t e ] , A r t i c l es o f  I nc o r p o ra t i on Ma rch 2 6 ,  1 8 7 2 ) .  

Over  the y e a r s , we l l - known and p r e s t i g i ous c ommun i t y  

l eade r s  s e rv ed a s  p r e s i dents o f  t h e  B o a rd o f  Di r e c t o r s . The 

f i rs t  two P r e s i dents s e rved e x t ended t e rms ( on l y  two 

P r e s i dent s s e rv ed dur i ng a 6 0 - y e a r  p e r i od ) . Since 1 9 3 8 , 1 9  

men have he l d  the o f f i c e  o f  p r e s i dent . 

" The organ i z a t i on had s e r i ous f i nanc i a l  p ro b l ems dur i ng 

i t s ea r l y  y ea r s  and o f f e red on l y  minima l , cus t odi a l  p r og r ams 

due t o  l a ck o f  f unds . A l o c a l  c i v i c c ommi t t e e  v i s i t ed the 

As y l um i n  the ea r l y  1 9 2 0 s  and f ound the f a c i l i t y  to be in 

w r e t ched c ondi t i on" ( Hi s t o ry o f  the As s o c i at i on ,  1 9 8 5 , p .  

2 ) . The c ommi t t e e  repo r t ed that "boys and g i r l s  were  

s l eeping t ogether - - chi l d r en w e r e  d i r t y  and mo r a l s  w e r e  l ow "  

( p .  2 ) . T h e  r ep o r t  a l s o revea l ed that " t he f ood supp l y  i s  

eked o u t  by c o oked f o od s ent by a c a f e t e r i a .  This  s e emed t o  

p r ov i de a c ons i d e r ab l e  part  o f  mea l s ,  espec i a l l y  break f ast . 

On l y  one g a l l on o f  mi l k  i s  avai l ab l e ,  but t he numbe r  o f  v e r y  

y oung chi l d r en i s  sma l l .  Ordinari l y ,  thi r t y  chi l d r en w e r e  

c a red f or by a p r o g r am sup e r i n t endent and o n e  ass i s t ant , who 

c o oked and p e r f o rmed heavy cho r e s "  ( Hi s t o r y  o f  the 
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Ass oc i at i on ,  1 9 3 5 , p .  3 ) . The commi t t e e ' s  report  p r ompt ed 

the Southeast C ommuni t y  Fund t o  make a s tudy o f  t he As y l um 

i n  1 9 2 6  w i t h  the as s i s t ance o f  the Chi l d  W e l f a r e  League of 

Ame r i ca . The s tudy c onc l uded that bui l di ng equi pment , 

l i v ing c ondi t i ons and c a r e  o f  chi l d r en w e r e  dep l o r ab l e .  The 

s tudy went on to s a y  that the o rphanage was v i t a l  to the 

c i t y  and f i nanc i a l  supp o r t  was awarded by the Communi t y  Fund 

( H i s t o r y  o f  the As s oc i a t i on , 1 9 3 5 ) . 

I n  1 9 2 9 ,  the N e g r o  W e l f a r e  C ounc i l  c onduc t ed a s t udy in 

S out heast Ci t y  and i ssued a report on the o rgani z a t i on . The 

Chi l d r en ' s  Asy l um For C o l o r ed Orphans was at that t ime 

p r ov i di ng o rphan s e rv i c es and day nur s e r y  f or 1 6  chi l dr en , 

ages 2 t o  1 2 . The N eg r o  Counc i l  r e po r t  con c l uded that an 

agen c y  o f f e r i ng f os t e r  home c a r e  on the bas i s  o f  

i nd i v i dua l i z e d  s e rv i c e s , o r  c a s ew o rk , was i n f i ni t e l y  mo r e  

needed t han a n  o rphanag e .  I n  s upervi s ed f os t e r  homes , mo r e  

chi l d r en c ou l d be s e rved , i nd i v i dua l needs cou l d  b e  

adequa t e l y  met , and the mo r a l s  o f  chi l dr en c ou l d be 

p r o t e c t ed ( Hi s t o ry o f  the As s o c i a t i on ,  1 9 3 5 ) . 

When the o rphanage was c l osed i n  May 1 9 3 1 , Chi l dr en ' s  

As y l um became a f os t e r  c a r e  agency under t he s upe rvi s i on o f  

the l o c a l  Fami l y  and Chi l d r en ' s  S e r v i c e s  a g ency . Chi l dr en 

who r emai ned i n  the o rphanage w e r e  p l a c ed i n  f os t e r  homes , 

and the bui l ding was l ea s ed t o  the C o l o r ed P l ayground 

As s o c i a t i on during that year . 

I n  1 9 3 2  the As y l um f o r  C o l o r e d  O rphans changed i t s  name 

by cha r t e r  amendment t o  the Chi l dr en ' s  As s o c i a t i on f o r  
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C o l o r e d  Chi l d ren and r e t u rned t o  i t s  o r i g i na l  bui l d ing . A 

s ec ond 1 9 3 2  cha r t e r  amendment r emoved r es t r i c t i ons f o r 

membership to  the Board . "The p r ov i s i on in the Cha r t e r  o f  

I nc o rp o r a t i on i n  r e s p e c t  t o  capi t a l  and the i s s ue o f  shares 

o f  s t ock are hereby e l imi na t ed . "  I ndi v i dua l s  were now to be 

e l e c t e d  to the board ( H i s t o r y  o f  the As s o c i a t i on , 1 9 3 5 ) . 

F r om 1 9 3 1  ' ' t o  the s p r i ng of 1 9 3 5  the As s o c i a t i on was 

supp o s ed t o  be a d i s t inct uni t  of the Commun i t y  Fund , but 

f o r  s ev e r a l  r ea s ons i t  was in r ea l i t y  a uni t  of the 

Chi l d r en ' s  A i d  S o c i et y "  ( Mi nut es of Board , J anua ry 9 ,  1 9 3 6 ) . 

I n  1 9 3 5  the Chi l dr en ' s  As y l um f o r  C o l o r ed Orphans separated 

f r om the Fami l y  and Chi l dr en ' s  S e rv i c es agency and again 

bec ame an i ndependent agency and app l i ed for and recei ved 

a c c redi t a t i on by the Chi l d  W e l f a r e  L e ague o f  Amer i ca .  

S i n c e  that r e o rgani z at i on , the agency has g r own and has 

deve l oped new p r o g r ams in an a t t empt t o  be r es p ons i v e  t o  the 

c ommun i t y  it s e r ves . Subs equent l y ,  the f i r s t  adopt i on 

p l a c ement was made i n  1 9 3 8 , and the s e rv i ce o f  couns e l i ng 

w i t h  chi l d r en i n  the i r  own f ami l i es was added in the 1 9 4 0 s ; 

the Communi t y Day Nurs e r y , o f f e r i ng day c a r e , was s t a r t ed in 

1 9 4 7 ; p r e - adopt i on boarding homes and s e rv i ce t o  unwed 

p a r en t s  r e p l a c ed the f os t e r  c a r e  p r og r am i n  1 9 5 5 ; s o c i a l  

g r oup work s e rv i c es f o r chi l d r en were  added i n  the 1 9 6 0 s ; 

and f ed e r a l  and s t a t e  g r ant s / cont r a c t s  and awa rds have been 

s e cured by the agency f o r  v a r i ous purchases o f  s e rv i c e  

a g r e ement s  o v e r  t h e  l as t  three  decades . 
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Chi l dr en ' s  As s o c i a t i on was es t ab l i shed by cha r t e r  

amendment i n  1 9 6 1  and t h e  1 0 0 t h  Ann i v e r s a r y  o f  the 

o rgani z a t i on was obs e r v ed i n  1 9 7 1 . That s ame year the Board 

began an annua l Board/ s t a f f  i ns t i tute  and c onduc t ed a s e l f 

ev a l ua t i on o f  s e rvi ces whi ch l ed t o  adop t i on o f  a p r og ram 

c on c ent r a t i on o f  dev e l opment a l  day c a r e  and supp o r t i v e  

s o c i a l  w o rk s e rv i ces . A s  a cons equence o f  this  de c i s i on , 

the s e rv i ces o f  adopt i on ,  p r e - adopt i on boarding homes , 

s e rv i ces t o  the unw ed p a r ent and home couns e l i ng wi th 

chi l d r en w e r e  t e rminat ed . 

S i n c e  1 9 7 3 ,  dev e l opment a l  p r e - s choo l and s choo l - age day 

c a r e , s o c i a l  g r oup work and f ami l y  s o c i a l  s e rv i ces have been 

the p r i ma r y  s e rv i ces o f f e r ed by the agenc y . I t s day c a r e  

a n d  p r e - s cho o l  p r o g r ams a r e  l i censed by the S t a t e  Depa r tment 

of So c i a l  S e r v i ces and s e r v e  a l mo s t  3 0 0  chi l d r en dai l y .  

I t  was not unt i l  1 9 8 3  that the Chi l d ren ' s  As soci a t i on 

app l i ed f o r and r e c e i v ed the 5 0 1 ( c )  3 t a x - exempt s t a tus f r om 

the I nt e rna l Revenue S e r v i ce . The Board adop t ed two 

imp o r t ant chang es in 1 9 8 5  to enhance management and 

p l ann i ng . A by - l aws r e v i s i on b rought the number of 

di r ec t o r s  to 33 and t rans f e r r ed po l i c y manag ement 

res pons ibi l i t y  f r om the Board t o  the E x e cut i v e  Commi t t e e . 

The cur r ent mi s s i on o f  the Chi l dr en ' s  As s o c i at i on " i s  

t o  p ro v i de educ at i ona l , human r e s ources and t e chni c a l  

s e rv i c e s  t o  [ S outheast Ci t y ]  a r e a  chi l dren and thei r 

f ami l i es t o  a s s i s t  them t o  g a i n  the know l edge and sk i l l s 

needed t o  be  s t ab l e  and p r oduc t i ve c i t i z ens i n  a s o c i e t y  o f  



hi gh p e r f o rmance expe c t a t i ons , changing t e chno l ogy and 

i n t e r r e l a t ed cul tures " ( I nterna l  Eval uat i on Report 1 9 8 6 , 

p .  1 ) . 

7 2  

Cur r ent Ope r a t i on and St ructure o f  Chi l d ren ' s  Ass o c i a t i on 

The agency cur rent l y  s e rves two c ommuni t i es - - one of 

pub l i c  hous ing r e s i dent s and the other non - pub l i c  hous i ng 

r e s i dent s who p r i ma r i l y  l i ve in  the center c i t y . A l l 

s e rv i c es a r e  avai l ab l e  t o  both g r oups on two s i t e s  i n  the 

c i t y . 

Day c a r e  and f ami l y  s o c i a l  s e rv i ces a r e  the s e r v i ces of 

the As s o c i a t i on used by mos t consumers . About 3 0 %  o f  a l l 

p r e s c ho o l  and s choo l - age day c a r e  chi l dren who a t t end 

Chi l dr en ' s  As s o c i a t i on cen t e r s  l i ve in pub l i c  hous ing 

dev e l opmen t s .  The two f a c i l i t i es in  whi ch the Chi l dr en ' s  

As s o c i a t i on day c a r e  a r e  hous ed a r e  both owned by the 

Southea s t  Redev e l opment and H ous i ng Aut ho r i t y . The 

Chi l dr en ' s  Asso c i a t i on has s o l e  r espons i b i l i ty  f o r  a l l 

p r og r am admi n i s t r at i on and shares the c o s t  o f  bui l ding 

ma i n t enanc e w i t h  the Hous ing Autho r i t y . 

The Chi l d r en ' s  A s s o c i a t i on f ami l y  cent er i s  l o c a t ed on 

the s i t e  o f  the o r i g i n a l  bui l d i ng cons t ruc t ed in 1 8 7 1 . I t  

i s  a modern one s t o r y bui l ding w i t h  app r o x i ma t e l y  1 3 , 0 0 0  

square f eet  o f  i nt e r i o r  space , f our c l a s s r ooms , k i t chen and 

d i ni ng s p a c e , and 1 1 , 0 0 0  square f eet  of out door p l a y a r e a . 

The s e c ond s i t e whi ch i s  l o c a t ed i n  a nearby pub l i c  hous ing 

p r o j e ct has 1 7 , 0 0 0  square f eet  o f  i nt e r i o r  space , 1 2  



c l as s r o oms , o f f i c es , k i t chen and di ning spa c e , and 3 4 , 0 0 0  

squa r e  f e et o f  out door  p l a y a r e a . 

7 3  

Cu r r ent l y  5 3 0  chi l d ren a r e  enr o l l ed i n  the p r es choo l 

and s choo l - aged day c a r e  p r og r ams dur i ng the s chool  year , 

and 1 0 5  chi l d r en pa r t i c i pa t e  i n  the summe r p r o g r am .  At 

l east  5 0  chi l d r en a r e  ass i gned t o  the wai t i ng l i s t  at a l l 

t imes . The c l i ente l e  o f  the agenc y i s  1 0 0 %  b l ack . The 

t o t a l  r ev enue f o r  the agency thr ough Decembe r  1 9 8 9  was 

$ 1 , 3 7 9 , 2 7 3  w i t h  4 5 . 6 9% c oming f r om Un i t ed Way and 

app r o x i mat e l y  2 2 . 5 8% c oming f r om p r og r am s e r v i c e  f e es ( s ee 

Fi gure 1 ) , expens es for that s ame pe r i od o f  t ime were 

1 , 3 6 7 , 9 9 3 . The agency has been a f f i l i a t ed w i t h  Uni t ed Way , 

f o rma l l y  c a l l ed the Southeast C ommun i t y  Fund , s i nce 1 9 2 5 . 

Fees f o r  s e r v i c es a r e  w e l l be l ow p r evai l ing r a t es i n  the 

c ommuni t y . C l i ents onl y pay f ees f o r  day care and 

t r anspo r t a t i on s e rv i c es . Un i f o rm f e es f o r  s e r vi c es a r e  

cha r g ed at b o t h  s i tes . The agenc y ma i nt a i ns a s l i ding s c a l e 

based on f ami l y  i n c ome and p r og r am c o s t  f o r  p r e - s ch o o l  day 

c a r e  and f i xed r a t e s  f o r a l l other  day c a r e  p r o g r ams . I n  

s ome c a s e s , f ees a r e  wai ved a l t ogethe r . ( S ee F i gure l )  

S t a f f  

The s en i o r  s t a f f  p e r s on o f  the agen c y  i s  S t ev e  King , 

the E x ecut i v e  Di r e c t o r , who has been i n  that pos i t i on f o r  

a l mos t 2 0  y e a r s . H e  i s  a s o f t  sp oken , 4 9 - y ea r - o l d  b l ack 

ma l e .  He has an MSW and an MPA and i s  c ons i d e r ed to  be 

highl y qua l i f i ed ,  a r t i cu l a t e  and c ompet ent by other 

p r o f e s s i ona l s ,  Board members and f unding agenc i es . He i s  

a c t i v e  i n  the c ommuni ty , w o r k i ng a s  a v o l un t e e r  on s e v e r a l  
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other  boa rds and e l e c t ed counci l s .  I n  his  pos i t i on as 

E x ecut i v e  Di r e c t o r , S t ev e  app ears w e l l - organi z ed and in 

c on t r o l  and p r i des hims e l f  i n  those a t t r i butes . He i s  

c ons i de r ed by s t a f f  t o  be warm and s ens i t i v e  yet  at t imes he 

i s  cons i de r ed t o  be f i rm or even s t ubbo rn . He is w e l l - l iked 

and r es p e c t ed by Board members and i s  r e spons i v e , a t t ent i v e  

and nur turing t o  the i r  needs . S t e v e  constant l y  a t t emp ts t o  

make t h e  B o a r d  awa r e  o f  comp onent p a r t s  of t h e  o rgani z at i on .  

As an e xamp l e ,  Board and c ommi t t e e me et ings a r e  he l d  at 

l unch t ime i n  one o f  the agency ' s  f a c i l i t i es . The l unch , 

s e rved p r i o r  t o  the o f f i c i a l  s t a r t  o f  the meet ings i s  the 

s ame l unch s e rved t o  t he day c a r e  chi l d ren . The Execut i v e  

Di r e c t o r  and ano ther s t a f f  pe r s on s e rve t h e  l unch and c l ean 

up . The E x e cut i v e  Di r e c t o r  makes a point t o  cha rge a l l 

B o a r d  memb e rs $ 2 . 0 0 f o r  the i r  l unches , the actua l  bi l l ab l e  

c o s t  o f  the mea l . H e  communi c a t es regu l a r l y  w i t h  commi t t e e  

cha i rpeop l e  a s  w e l l as w i t h  the P r e s i dent and other members 

o f  the E x e cut i v e  Commi t t ee . S t ev e  i s  awa r e  of the r o l es and 

r esp ons i b i l i t i es of Board members and s t a f f and ma intains 

the r es p ons i bi l i t y  f o r  g en e r a l  admi ni s t r at i on ,  pe r s onne l and 

f i nanc i a l  manag ement d e l egat ed to him by the Board . He i s  

t h e  chi e f  admi ni s t ra t o r  f o r  t h e  organ i z a t i on and i s  c a r e f u l  

n o t  t o  a l l ow t h e  B o a rd t o  become t o o  i nv o l ved in those 

admi n i s t r a t i v e  f unct i ons . 

The re a r e  4 4  f u l l - t ime emp l oyees and 9 part - t ime 

emp l o y e es working f o r the agency , as w e l l as s tudents f r om 

the ma j o r  uni v e r s i t i es and c o l l eges in the area s e r v i ng in 



7 6  

i n t e rnship capa c i t i es . I n  addi t i on ,  app r o x ima t e l y  1 0 0  

v o l un t e e r s  p r o v i ded o v e r  5 , 5 0 0  hou r s  i n  1989 (Annua l  Repo r t  

1989 ) .  The r e  i s  an E x e cut i v e  As s i s t ant , Bi l l  Smi t h ,  who 

a l s o  wo rks c l os e l y w i t h  t h e  Board and i t s  c ommi t t ees  on a 

regu l a r  ba s i s . I n  addi t i on t o  t h i s  pe r s o n  t h e r e  a r e  s i x  

o t h e r  p e op l e who r epo r t  di r e c t l y  t o  t h e  E x ecut i v e  Di r e c t o r . 

(S e e  F i gu r e  2 . ) On o c c as i on v a r i ous s t a f f  members  a r e  

c a l l ed o n  t o  r epo r t  t o  t h e  Board and/ o r  commi t t ee s  on 

spe c i f i c  a r e as o f  t he As s o c i a t i on. 

S t ructure  of t h e  Board of D i r e c t o r s  

The by - l aws f o r t h e  As s o c i a t i on s t a t e  that there shou l d 

be 3 3  v o t i n g  Board memb e r s  whi ch i n c l ude two pa r en t s  

r ep r e s en t i ng consume r s  and t h e  E x e cut i v e  D i r e c t o r . H oweve r ,  

becaus e o f  the r es i gn a t i ons dur i ng the pe r i od Novembe r  1989 

t h r ough Apr i l 1990 , t h e r e  we r e  on l y  2 7  Board members.  Thi s 

i n c l uded t h e  two pa r e n t s  r ep r e s ent i ng c onsume r s  and the 

E x e cut i v e  D i r e c t o r . 

The r e  had been f i v e  Boa r d  memb e r  r e s i gnat i ons ea r l i e r  

i n  1989 and one Board memb e r  had been p l aced o n  ina c t i v e  

memb e rs h i p  b e caus e o f  p o o r  a t t endan c e . The Board was 

b r ought up t o  f u l l memb e r ship of 33 at i t s  annua l mee t i ng in 

Apr i l 1990 . The by - l aws f o r the As s o c i a t i on s t a t e  that 

Boa rd memb e r s  wi l l  s e r v e  a t h r e e - y e a r  t e rm wi t h  a l imi t of  

two  c ons e cut i v e  t h r e e - y e a r  t e rms but may be r e - e l e c t ed a f t e r 

hav i ng been o f f  the Board f o r  one y e a r . The e x c ept i ons t o  

t h i s  rul e a r e  t h e  E x e cu t i v e  D i r ec t o r  and pa rent 
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F i gure 2 

Orga n i z a t ion Chart 

Ch i l dren ' s  A s s o c i a t i o n  o f  Greater S o u t h e a s t 

A c c o u n t a n t  
I ---

Account A c c o u n t  Bus�ne s s  

Cl erk C l e rk C l e rk 

Day C ar Adm i n i s t ra t or 
l 

• 
Fam i l y  Day Care 

C e n t e r  C e n t e r  

B o a r d  o f  Trus t e e s  

Ex e c u t iJe D i r e c t o r  

Exe c u t i ve A s s i s t a n t  

D a y  Care D i r e c t o r  

Admin i s t r a t ive S e c re t ary 

' 
S e c r e t ary / Re c e p t ion i s t  

Fam i l y  Soc i a l  

Serv i c e  Coord inator 

S o c i a l  Group 

Work Coord i n a t o r  

Rev i s e d  2 /89  
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r e p r e s ent a t i ves who a r e  e l e c t ed annua l l y .  The offi c e r s  fo r 

t he As s o c i a t i on a r e  P r e s i dent , two V i c e - P r es i d ent s , 

T r easurer  and S e c r e t a r y . The r e  i s  an E x e cut i v e  Commi t t e e 

c omp r i s ed of these off i c e r s  and a l l commi t t ee chai r s . The 

E x e cut i v e  Commi t t e e  i s  charged wi th p o l i c y management and 

me e t s  mont h l y and/ o r  at  c a l l if addi t i ona l me et i ngs a r e  

neces s a r y . The B o a r d  operates  unde r  a c ommi t t ee s t ructure 

and a l l work of the Board is s a i d  t o  o c cur at  the commi t t e e  

l eve l . The c ommi t t ees of the B o a r d  a r e  the F i nance 

Commi t t e e , Agency S e r v i c e s  Commi t t ee , Dev e l opment Commi t t ee , 

L ong - R ange P l anning Commi t t e e , Nomina t i ng Commi t t e e  and 

P e r s onne l Commi t t e e  ( whi ch me e t s  on c a l l on l y  when 

ne c e s s a r y ) .  Minut es for  a l l B o a r d  and Commi t t ee mee t i ngs 

a r e  t a k en by a s t aff member and a r e  d i s t r i but ed to Board 

memb e r s  r egul a r l y .  I n  addi t i on ,  minutes a r e  kept on r e c o r d  

i n  t he admi ni s t r a t i v e  offi c es . 

The P r e s i dent and other offi c e r s  a r e  s e l e c t e d  

i nforma l l y  by t he out g o i ng P r e s i dent and the Ex ecut i v e  

D i r e c t o r  who may a l s o a s k  p o t ent i a l  cand i da t es t o  c ons i d e r  

the offi c e . Thi s p r o c e s s  i s  ca r r i ed out o v e r  a n  e x t ended 

p e r i od of t ime and i s  based on obs erve d p e rfo rmance , sk i l l s 

and abi l i t i es of t he p o t ent i a l  cand i dates . The N omi nat ing 

Commi t t e e of t he Board offi c i a l l y  s e l e c t s  the offi c e r s  and 

new B o a r d  memb e r s  and b r i ngs a r ep o r t  and r e c ommendat i on t o  

t he ful l  B o a r d . I t  app e a r s  that past  p r e s i dent s have been 

p r epa r ed f o r  and t aken the pos i t i on of Board P r e s i dent 



s e r i ous l y  and wi l l i ng l y  put i n  many l ong hours wo rking f o r  

the o r g ani z a t i on .  

79 

The g ene r a l  dut i es and r espons i b i l i t i es o f  the Board as 

we l l  as spe c i f i c  dut i es o f  o f f i c e r s  and c ommi t t ees are  

out l ined i n  the Board manua l .  Gene r a l  func t i ons o f  the 

Board are s p e c i f i ed as f o l l ows : 

Cur r ent Func t i ons o f  the Board 

- Manage the bus iness and p r ope r t y  o f  the agency . 

- Adop t and amend app r op r i a t e  cha r t e r  and by - l aws . 

- Dev e l op agenc y p o l i c i es whi ch a r e  c ons i s t ent w i t h  

a c c epted s t andards o f  p r i nc i p l es and met hods i n  

f ami l y  and chi l d  we l f a r e  work  and whi ch a r e  amenab l e  

t o  reapp r a i s a l  and chang e when such a course i s  

indi c a t e d . 

- S e l e c t  a p r op e r l y  qua l i f i ed ex ecut i v e  d i r e c t o r , who 

wi l l  be r esp ons i b l e f o r  the a c t ive oper a t i on of the 

o r g ani z a t i on .  

- I nsure t hat  adequa t e  f unds a r e  avai l ab l e t o  c a r r y  on 

the agency p r o g r am .  

- Dev e l op c ommuni t y  und e r s t anding and awa r eness o f  the 

agenc y . 

- Rep r es ent the agency i n  c ommuni t y  a f f a i rs and the 

c ommuni t y  in agency a f f a i r s . 

I n  o r d e r  t o  c a r r y  out the desi gna t ed func t i ons o f  the Board 

of  D i r e c t o r s , each memb e r  shou l d :  

- Know the cha r t e r  and b y - l aws . 



- Be tho ro ugh l y  f ami l i a r  with the gene r a l agency 

p r o g r am .  

- Attend board meeti ngs regu l a r l y. 

- S e r v e  on c ommi ttees when r equested . 

80 

(Board Manua l of  the As s o c i ati on ,  s e cti on 3 . 1 ,  1989 ) 

Compo s i ti on o f  the Board o f  D i r e cto r s  

T h e  c ompos iti on o f  the Board i s  purpos e f u l l y  d e s i gned 

by the nomi nating p r o c e s s  to inc l ude a c r os s - s ecti on of the 

c ommunity with equa l numb e r s  of men and women , and i s  

r a c i a l l y  mi x e d  t o  inc l ude equa l numbers  o f  b l ack and white 

peop l e r ep r e s enting bus ines s ,  c i v i c ,  l eg a l , f inanc i a l , 

medi c a l  and c ons ume r g r oups (See Tabl e 1 ) . The average age 

o f  Board membe r s  f o r  thi s  a s s o c i ati on is 41 y e a r s , with 

f ema l es a v e r a g i ng 3 7  y e a r s  o l d  and ma l es averaging 4 4  years  

o l d  (S ee Tab l es 2 and 3 ) . 

A l l but two memb e r s  o f  thi s Board (2 5 )  work f u l l time. 

Of thos e  2 5  working Board membe r s , nine Bo a r d  members  a r e  

s e l f - i denti f i ed as p r o f es s i ona l s .  Among the s e  a r e  f our  

l aw y e r s , one ps ycho l og i st and f our a c c ountants , three o f  

whom a r e  CPAs. Of  thos e  nine p r o f es s i ona l s ,  s i x  are women 

and th r e e  a r e  men . E l even peop l e on the Board a r e  s e l f 

i denti f i ed a s  b e i ng i n  manag ement pos i ti ons f r om CEOs to 

l ine manage r s . A l s o  inc l uded on the Board a r e  a s e c r eta r y , 

f our  s a l espeop l e ,  and two homema k e r s  (S ee T ab l e 4 ) . The 

ma j o r ity of the Board memb e r s  work i n  m i d - l ev e l  to upper 

mi d - l ev e l  j obs . 
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T ab l e  1 

Board Compos i t i on by Race and Gend e r  

Gender 
Race Men W omen T o t a l  

B l ack 7 7 1 4  

Whi t e  _8_ _5_ 1 3  

T o t a l  1 5  1 2  2 7  

Race/Gend e r  

Dur i ng t h e  s i x -month p e r i od N ov embe r  1 9 8 9  t o  Ap r i l 

1 9 90 , t h e r e  w e r e  2 7  Board members cons i de r ed i n  good 

s t anding - - t h r e e  others had r e s i gned p r i o r  to Novembe r  and 

one was cons i d e r ed i na c t i v e . A l l 2 7  Board members w e r e  

i nt e r v i ewed and obs e rv ed dur i ng t h e  s i x -month pe r i od . 

Of those 2 7 , 1 5  w e r e  men and 1 2  w e r e  women ; 1 4  w e r e  

b l ack and 1 3  w e r e  whi t e ;  o f  the 1 4  b l ack Board membe rs , 7 

w e r e  men and 7 w e r e  women ; o f  the 1 3  whi t e  Board membe rs , 8 

w e r e  men and 5 w e r e  w omen . 
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Tab l e  2 

Age of  Board Members by Race and Gend er 

Gender Race App r o x imate Age 

F ema l e  

Ma l e  

B l ack 

Whi t e  

B l ack 

Whi t e  

2 9  
3 5  
3 5  
3 5  
4 0  
4 3  
5 0  
3 0  
3 2  
3 5  
3 6  

__iL 

3 4  
3 8  
4 0  
4 5  
4 8  
5 0  
5 0  
3 0  
4 0  
4 2  
4 3  
4 4  
4 8  
4 9  

_§_Q_ 

Over a l l Average Age 4 1  

average age 3 7  

average age 4 4  



8 3  

T ab l e 3 

Av e r age Age o f  Board Members by Race and Gender 

Race 
G ende r B l ack Whi t e  To t a l  

F ema l e  3 8  3 6  n 

M a l e 4 4  4 5  4 4  

Av e r age 4 1  4 1  4 1  

T h e  a v e r a g e  age o f  Board members dur i ng t h e  t ime peri od 

o f  thi s s t udy was 4 1  years o l d  wi th a r ange f r om 2 9  t o  60  

y e a r s  o f  age . F ema l e  ages r anged f r om 2 9  t o  4 5  w i t h  an 

average o f  3 7 . Ma l e  ages r anged f r om 3 4  t o  60 w i t h  an 

average age of 4 4 . 
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T ab l e 4 

Board Member shiE by W o r k  Ex:ee r i ence 

B o a r d  Memb e r  A A / T  E / P S  GW H L p RE s SP 

1 1 
2 1 
3 1 
4 1 
5 1 
6 1 
7 1 
8 1 
9 1 

1 0  1 
1 1  1 
1 2  1 
1 3  1 
1 4  1 
1 5  1 
1 6  1 
1 7  1 
1 8  1 
1 9  1 
2 0  1 
2 1  1 
2 2  1 
2 3  1 
2 4  1 
2 5  1 
2 6  1 
2 7  1 

4 2 5 4 2 4 1 3 1 1 

A=Acc ount ant ; A / T = Admi ni s t r a t o r / T r a i ne r ; 

E / P S = E x ecut i v e / P r i v a t e  S e c t o r ; GW =Gove rnment W o rke r ; 

H=Homema ke r ; L = L awye r ;  ? = P s y cho l ogi s t ; RE=Rea l E s t a t e ; 

S = S e c r e t a r y ; S P = S a l e s p e r s on 
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Twen t y  o f  the 2 7  B o a r d  members have p r i o r  Board 

exp e r i ences , r anging f r om 1 t o  8 p r ev i ous board membe rships . 

Of  the f i v e  whi t e  women on the B o a rd , none has p r i o r  board 

expe r i enc e . B l ack men on the B o a r d  appear t o  have the most 

p r e v i ous board expe r i ence ( S ee T ab l e  5 ) . 

The av e r ag e  l eng t h  o f  t ime B o a r d  members have se rved on 

t h i s  B o a r d  i s  3 . 2  y e a r s  w i t h  w omen s e r v i ng an average o f  2 . 5  

y e a r s  and men s e r v i ng an average o f  3 . 7  y ea r s  ( S ee Tab l es 6 

and 7 ) . The women s e rv i ng on the Board a r e  g ene r a l l y  

y oung e r  and l es s  e x p e r i enced as Board membe rs . Whi t e  women 

( t he l e a s t  e x p e r i enced wi t h  other boards ) a t t ended f a r  mo re 

Board me e t i ngs than any other g r oup ( S ee Tab l e  8 ) . 

The r a c i a l  and gend e r  quota s ys t em o f  5 0 %  5 0 %  is  

adhered to  by the N omi nat i ng Commi t t e e  when s e l ect i ng peop l e  

t o  a s k  t o  s e r v e  on t he B o a r d . The quo t a  s y s t em has been 

d i s cus s ed open l y at  Board and c ommi t t e e mee t i ngs w i t h  s ome 

mi sunde r s t anding by s ome Board members that the quo t a  s y s t em 

i s  s p e c i f i ed i n  the b y - l aws . The r e  i s ,  howev e r , no 

p r ov i s i on in t he by- l aws f o r such a quota . 

Dut i e s and Respons i bi l i t i es o f  Board Members 

A l l Board members a r e  expected to  s e r ve on at l east one 

c ommi t t e e and a r e  so i n f o rmed of that when asked to s e r v e  on 

the B o a r d . They a r e  aut oma t i ca l l y  p l aced on a commi t t ee 

based on d i s cus s i ons o f  i n t e r e s t s , and they a r e  expe c t ed t o  

a t t end c ommi t t ee and B oa r d  me et i ngs , and agency events . The 

B o a r d  has adop t ed a p o l i c y  that B o a r d  members mus t a t t end a 

c e r t a i n  number o f  me e t i ngs each y e a r . I t  i s  the 
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T ab l e 5 

P r i o r  Board Members hips by Race and Gender 

Numb e r  o f  P r i o r  Board Expe r i ences 

Ra c e / Gender 0 1 2 3 4 5 6 7 8 

B l ack Fema l e  1 2 1 1 1 1 7 women 

Whi t e  Fema l e  5 5 women 

B l ack Ma l e  1 2 2 2 7 men 

Whi t e  Ma l e  1 l l 1 1 1 � men 

7 4 3 2 4 3 1 2 1 2 7  

P r i o r  Board Members hips 

Twen t y  of the 2 7  cur r ent Board members had previ ous board 

memberships . S even Board members  had no previ ous board 

membe r s hi ps , none o f  the whi t e  women Board members had 

p r e v i ous board memberships , b l ack men had the mos t p r evi ous 

board memberships , w i th 6 b l ack ma l e  Board members hav i ng 4 

o r  mo r e  p r e v i ous board memberships . 
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T ab l e 6 

T enu r e  on Thi s Board by Gender and Race 

Gend e r  Race Years on Board 

F ema l e  B l ack 1 . 0  
Fema l e  Whi t e  1 . 5  
Ma l e  Whi t e  4 . 0  
Ma l e  B l ack 3 . 0  
F ema l e  Whi t e  1 . 0  
Fema l e  B l ack 6 . 0  
Ma l e  Whi t e  6 . 5  
F ema l e  Whi t e  4 . 0  
Ma l e  B l ack 3 . 0  
Fema l e  B l ack 1 . 0  
Ma l e  B l ack 
Ma l e  Whi t e  1 . 0  
F ema l e  B l ack 1 . 0  
Ma l e  Whi t e  3 . 5  
Ma l e  Whi t e  5 . 0  
Ma l e  Whi t e  5 . 0  
Ma l e  Whi t e  4 . 0  
Fema l e  B l ack 4 . 0  
F ema l e  Whi t e  4 . 0  
Ma l e  B l ack 1 . 0  
Ma l e  Whi t e  6 . 0  
Fema l e  B l ack 3 . 0  
Ma l e  B l a c k  8 . 0  
Ma l e  B l ack 1 . 5  
F ema l e  Whi t e  1 . 0  
F ema l e  B l ack 1 . 0  
Ma l e  B l ack 2 . 5  

2 7  2 7  3 . 2  years  - average 
t ime on Board 

The average l ength o f  t i me as a Board memb e r  of this  

o r gani z a t i on was  3 . 2  y e a r s  ( r ange f r om 1 y e a r  to  8 yea rs ) 

F ema l es a v e r a g e  2 . 5  y e a r s  
Ma l es a v e r ag e  3 . 7  y e a r s  
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T ab l e  7 

Av e r age T enu r e  on Board by Race and Gender 

Race 
Gender B l ack Whi t e  Average 

Fema l e  2 . 7  2 . 3  2 . 5  

Ma l e  3 . 2  4 . 2  3 . 7  

Av e r a g e  2 . 9  3 . 3  3 . 2  

O f  the cur r ent B o a r d  ( 1 9 8 9 - 9 0 ) the average t ime on the Board 
was 3 . 2  y e a r s  
Ove r a l l  f ema l es averaged 2 . 5  y e a r s  
Ove r a l l  ma l es ave r a g ed 3 . 7  y e a r s  
B l ack f ema l es ave raged 2 . 7  y e a r s  
Whi t e  f ema l es ave raged 2 . 3  y e a r s  
B l ack ma l es ave r aged 3 . 2  y e a r s  
Whi t e  ma l es a v e r aged 4 . 2  years  
Whi t e  men have been , on  the  ave r age , Board members l onge r  
than any o t h e r  g r oup 
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T ab l e  8 

P e r cen t age o f  Board Mee t i ngs At t ended Between Apr i l 1 9 8 9  and 
J anua ry 1 9 9 0 
( The r e  w e r e  4 ac tua l Board mee t i ngs during t hat  p e r i od of  
t ime ) 

Race/  
Gend e r  

WM 
WM 
BM 
BM 
WF 
BM 
WF 
WM 
BF 
BF 
BM 
WF 
WF 
BM 
BM 
BF 
WM 
WF 
WM 
WM 
BF 
BF 
BM 
WM 
BF 
BF 
WM 

* o f f i c e r s  

I n t e rv i ew 
Code 

Numb e r  

1 
2 
3 
4 *  
5 
6 
7 
8 
9 

1 0  
l l  
1 2  
l 3  
1 4 *  
1 5  
1 6  
1 7  
1 8 *  
1 9  
2 0  
2 1  
2 2  
2 3 *  
2 4 * 
2 5  
2 6  
2 7 *  

% Board Mee t i ngs 
A t t ended 

2 5  
50  

0 
50  
50  

1 0 0  
7 5  
7 5  
7 5  
2 5  

0 
1 0 0  
1 0 0  

7 5  
50  
7 5  
50  
2 5  

0 
1 0 0  

50  
5 0  

1 0 0  
1 0 0  

2 5  
7 5  
50  

Av erage 5 7 . 4  

B l a ck ma l es a t t ended an av e r age o f  5 3 . 5 7 mee t ings 

Whi t e  ma l e s a t t ended an averag e  o f  5 6 . 2 5 mee t i ngs 

Whi t e  f ema l es a t t ended an average o f  7 0 . 0 0 me e t i ngs 

B l a ck f ema l es a t t ended an average o f  5 3 . 5 7 me et ings 

Whi t e  women a t t ended mo r e  Board mee t i ngs t han any other 

g r oup 
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r es p on s i b i l i t y  o f  t he N omi nat i ng Commi t t ee t o  mon i t o r  Board 

membe r s ' a t t endance at  c ommi t t ee and B o a rd meet ings as w e l l 

as Board members ' pa r t i c i pa t i on at  other  spec i a l  events 

( Se e  Tabl e 8 ) . 

An annua l o r i ent a t i on l uncheon he l d  each Februa r y  i s  

c onduc t ed f o r  new l y  e l e c t ed B o a rd members a t  whi ch t ime a 

B o a r d  o f  Di r e c t o rs Manua l i s  p r ovi ded and revi ewed wi t h  a l l 

new B o a rd membe r s . A Board s t a f f  i ns t i tute  i s  he l d  annua l l y  

t o  i nt r oduce new Board members and r eacqua i nt c ont i nuing 

Board members w i t h  s t a f f , the p r o g r ams and s e r v i ces of the 

agency as w e l l as to r e v i ew dut i es and r espons ibi l i t i es o f  

s t a f f  and the Board . 

The B o a r d  and i t s  c ommi t t ee s t ructure appear t o  

f unc t i on we l l  and a r e  genera l l y  accept ed b y  members o f  the 

Board and s t a f f . The r e  is s ome r e c ogni t i on that the 

c ommi t t e e s t ructure adds addi t i ona l t ime c ommi tments to the 

B oa r d  and s t a f f  y e t , i t  is genera l l y  f e l t  by both g r oups t o  

b e  w o r t hwhi l e .  

The purpose o f  thi s chap t e r  has been t o  des c r i be 

b r i e f l y  the h i s t o r y  and ope r a t i on o f  t he Chi l d ren ' s  

As s o c i a t i on o f  Southeast and the B o a rd members who s e rved 

t he agency dur i ng the f i e l d  r e s e a rch p e r i od o f  N ovembe r  1 9 8 9  

t hr ough Ap r i l 1 9 90 . 

This chap t e r  has p r o v i ded r e aders w i t h  a v i ew o f  t he 

h i s t o r y , backg r ound , s t ructure and operat i on o f  the agency 

and i t s  B o a r d , as w e l l as i dent i f y i ng t h e  demogr aphi c 

chara c t e r i s t i cs o f  B o a rd membe rs . Qua l i t a t i v e  c omp onent s o f  
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thi s Board g o  beyond these t ab l es and numbers and wi l l  be  

e xp l o r ed i n  det a i l i n  Chap t e r  5 a l ong w i t h  ana l ys es o f  Board 

members ' p e r c ept i ons o f  the i r  r o l e  as a Board member . 



CHAPTER V 

Data  Ana l ys i s  and I n t e r p r et at i ons 

E x amina t i on ,  o rgani z a t i on and ana l y s i s  o f  the data 

g a t he r ed o v e r  the s i x months in the f i e l d  was a l ong and 

a rduous t a s k . �· I n- depth i n t e r v i ews wi th a l l Board members 

9 2  

w e r e  u s e d  a s  the i n f o rma t i on base f or data ana l ys i s . • Other 

data g a t he r ed t h r ough obs e r v a t i ons , -s e l f - asses sment surveys , 

mee t ing n o t e s , w r i t t en mat e r i a l s  and obs e r v e r  c omments w e r e  

u s e d  t o  c ompa r e  what Board members s a i d  in t h e  int e r v i ews t o  

how t h e y  a c t ed o r  r esp onded i n  di f f e r ent s i tua t i ons . 

A mas t e r  f i l e  was a s s emb l ed c ontai ning a l l intervi ews 
I ' ' 

by c ode' names and numbers . A l l intervi ews w e r e  revi ewed , 

indi v i dua l uni t s  o f  inf o rma t i on w e r e  i dent i f i ed ,  and a 

c oding s y s t em d e v e l oped indi c a t i ng bas i c  uni t i z ed 

i n f o rma t i on .  A l l int e r v i ews w e r e  then c op i ed and d i v i ded 

int o d i s c r e t e  d a t a  uni t s and p l a c ed on i nd i v i dua l index 

c a r ds w i th c ode inf o rma t i on i n  the upp e r  r i ght hand c o rner 

of each index card ( Se e  Appendi x D ) . 

At that t ime t he d ev e l opment o f  subc a t ego r i es and 

c a t eg o r i es began . Subcat eg or i es emerged f r om the uni t s  o f  

i n f o rmat i on and w e r e  d e f ined us ing Guba and Linco l n ' s  ( 1 9 8 5 )  

t ec hni que f or c a t e g o r y  dev e l opment . The r es ea r cher 

i dent i f i ed 1 , 5 3 8  uni ts ( Se e  Tabl e 9 . )  f r om the int e rv i ews 
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T ab l e 9 

Data Uni t s  I dent i f i ed f r om Each I nt e rv i ew by I n t e r v i ew Code 
and Race/Gender 

UN I T S  I NT # RACE/GENDER 

4 1  I NT 1 WM 
5 0  I NT 2 WM 
3 4  I N T  3 BM 

I NT 4 BM 
8 4  I NT 5 WF 
7 8  I NT 6 BM 
8 2  I NT 7 WF 
4 5  I NT 8 BF 
4 0  I NT 9 BF 
6 1  I NT 1 0  BF 
5 0  I NT 1 1  BM 
6 5  I NT 1 2  WF 
3 8  I NT 1 3  WF 
7 6  I NT 1 4  BM 
8 3  I NT 1 5  BM 
8 3  I NT 1 6  MF 
9 4  I NT 1 7  WM 
7 0  I NT 1 8  WF 
7 0  I NT 1 9  WM 
7 2  I NT 2 0  WM 
6 5  I NT 2 1  BF 

2 5  I NT 2 2  BF 
1 0 0  I NT 2 3  BM 
3 2  I NT 2 4  WM 

2 5  I NT 2 5  BF 

2 6  I NT 2 6  BF 

2 2  I NT 2 7  WM 

T o t a l  I n t e rv i ew Data Uni t s  1 , 5 3 8  

Av e r ag e  Data  Uni t s  P e r  I n t e r v i ew 5 6 . 9 6 
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that c ont a i ned r e cur r i ng thought s , those that s t ood out 

because o f  uni queness o f  t o pi c ,  and those that the 

r e s ea rcher  was i n t e r e s t ed i n  comp a r i ng f r om spe c i f i c  answers 

to i n t e r v i ew ques t i ons . S i x t y - three s ubcat e g o r i e s  were  

i dent i f i ed ,  and a f t e r  s o r t i ng by i ni t i a l  subc a t e g o r i e s  was 

c omp l et ed ,  those subc a t eg o r i es w e r e  p l a c ed i n  7 l arger  

h e t e r ogeneous c a t e g o r i es ( Se e  T ab l e  1 0 ) .  

S i x  g en e r a l  c a t eg o r i es w e r e  dev e l oped f r om the 6 3  

s ubc a t eg o r i es . ( A  s eventh category  contained nonr e l a t ed 

i n f o rma t i on ment i oned dur i ng i n t erv i ews . )  Deci s i on r u l es 

w e r e  t hen w r i t t en t o  c l a r i f y  and exp l a i n  c a t e g o r i e s  and 

s ubc a t e g o r i es ( Se e  Appendi x E ) . T o  be assured t hat 

c a t eg o r i es and s ubc a t eg o r i es were meet ing the deci s i on 

r u l es , t h e r e  was a r ev i ew o f  a l l  c a t eg o r i es and 

s ubca t eg o r i es , w i t h  a r e s u l t of s ome shi f t i ng of data uni t s . 

Subc a t eg o r i es w e r e  t hen ana l y z ed and summa r y  f i ndings and 

e xamp l es o f  B o a rd memb e r s ' d i r e c t  quot es were  i dent i f i ed .  

B e l ow a r e  s umma r i es and ana l ys e s  f r om each o f  the g en e r a l  

c a t eg o r i es and a ma j o r i t y o f  t h e  sub- c a t eg o r i es . 

T r i angu l a t i on w i th other data s ources ( meet ing 

t r ans c r i p t s , s e l f - a s s e s sment surveys , and obs e r v e r  comments ) 

revea l ed gene r a l  ag r e ement o f  what peop l e  s a i d  but not 

n e c e s s a r i l y  how they behav ed o r  what they d i d . Addi t i ona l 

ins i ght and i n f o rma t i on f r om these other s ources were  used 

in c a t e g o r y  summa r i es . 



T ab l e 1 0  

Gene r a l  Catego r i es and Subc a t eg o r i es f o r  D a t a  Ana l y s i s  

Ca t ego ry I 

Set t i ng and Cont e x t : Demog r aphi cs , backg round , mot i v at i on 
and env i r onmen t a l  f a c t o r s  o f  the Board 

1 0  subca t ego r i es 

a .  Demog raphi cs 
b .  T ime on Board 
c .  P r e v i ous know l edge o f  o rgani z a t i on 
d .  How B o a r d  memb e r  r e c rui tment occur r ed 
e .  Who r e c rui t ed Board member 
f .  Mot i v at i on f or a g r e e i ng to s e rv e  
g .  Mot i va t i on f o r  s e rv i ng 
h .  B o a r d  memb e r  a t t endance 
i .  L o c a t i on o f  organi z a t i on 
j .  T i me c ons t ra i n t s  

Catego ry I I  

Process es / Op er at i ons : How the organ i z a t i on and the Board 
f unc t i on 

1 6  sub c a t ego r i es 

a .  Manag e r i a l  i s sues 
b .  P r og r ams / wo rk of o rgani z at i on 
c .  P o o r  B o a rd management - examp l es 
d .  B o a rd mee t i ngs 
e .  C ommi t t e e  mee t i ngs 
f .  E x ecut i v e  Commi t t ee 
g .  N omi n a t i ng C ommi t t e e  
h .  Long - r ange P l anni ng C ommi t t e e 
i .  F i nance Commi t t e e  
j .  Agency S e r v i ces C ommi t t e e  
k .  Dev e l opment Commi t t e e  
1 .  Fundi ng 
m .  P l anni ng 
n .  Quo t a  s y s t em 
o .  Dec i s i on mak i ng 
p .  P o l i cy mak i ng 

9 5  



T ab l e 1 0  ( c ont . ) 

Ca t egory I I  I 

Linkages / Re l at i onships : I n t e r a c t i ons among and between the 
B o a rd and o t he r  ent i t i es 

4 subc a t ego r i es 

a .  Board/ s t a f f r e l at i onshi ps 
b .  S o c i a l i zat i on 
c .  P o l i t i cs 
d .  Other  o rgan i z a t i on - c ompa r i s ons/ cont rasts 

Catego ry I V  

9 6  

Phi l os ophy : What B o a r d  members b e l i ev e  and und e r s t and 
genera l l y ,  that r e f l ec t  the i r  v a l ues by chi e f l y  specu l ative  
means 

8 subc a t ego r i es 

a .  M i ss i on o f  o rg ani z a t i on 
b .  Future  o r  o rgan i z a t i on 
c .  Phi l o s ophy o f  boards ( g enera l ) 
d .  Phi l os ophy o f  chi l d r en 
e .  Phi l o s ophy o f  l i f e  
f .  Phi l os ophy o f  how t o  manage 
g .  C ommi tment t o  the organi z at i on 
h .  B o a r d  t ypes 

Cat egory V 

Organ i z a t i onal Act ivi t i es and Experi enc e s : Organi z a t i on and 
B o a r d  s i t ua t i ons , i n c i dent s , a c t i v i t i es and events that were  
ment i oned by B o a r d  members 

9 sub c a t ego r i es 

a .  S t . J ames 
b .  Least  imp o r t ant 
c .  Most  imp o r t ant 
d .  Bus iness c on t r a c t s  
e .  A I DS p o l i c y 
f .  R e t r e a t s  and I n s t i tute 
g .  B o a rd t raining 
h .  Spe c i a l  events 
i .  Uni queness of o rg ani z a t i on 
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T ab l e 10  ( c ont . )  

Cat egory V I  

Eva l ua t i v e  P e rcept i ons : R e f e r ences and i n f e r ences s t at ed 
f r om the p a r t i c i pants point o f  vi ew as t o  what i s  occurring , 
what i s  the v a l ue o f  i t  and why , and what shoul d occur and 
why . 

1 2  subc a t ego r i es 

a .  As s essment o f  the Board 
b .  Respons ibi l i t i es o f  Board 
c .  Assessment o f  indiv i dual  B o a rd members 
d .  Respon s i b i l i t i es o f  indi v i du a l  Board members 
e .  Ro l e  o f  Board 
f .  Ro l e  o f  the indi v i du a l  B o a rd members 
g .  Ro l e  o f  the E x ecut i v e  Di r e c t o r  i n  r e l a t i on t o  the 

board 
h .  Ro l e  o f  Chai rman 
i .  R o l e  o f  s t a f f 
j .  Does the Board f u l f i l l  i t s  r o l e  and respons ibi l i t i es ?  
k .  B o a rd e f f ec t i veness 
1 .  I s  thi s Board e f f e c t i ve? 

Ca t ego ry V I I 

Othe r : Uni ts o f  i n f o rma t i on that do not f i t  int o the s i x  
ma j o r  c a t eg o r i es e s t ab l i shed . 

4 sub c a t ego r i es 

a .  Se l f  d i s c l osure 
b .  Obs e r v e r  c omment s  
c .  Unr e l a t ed uni t s  
d .  Frus t r a t i ons 



A .  SETT I NG AND CONTEXT 

Demographi cs o f  the Board 

9 8  

T h e  Chi l d r en ' s  As s o c i at i on i s  l oc a t ed i n  t h e  i nner core  

o f  a s outheas t e rn city  and s e rves mod e r a t e  t o  l ow income 

f ami l i es . The Board o f f i c i a l l y  may have up t o  3 3  members 

but dur i ng the t i me o f  f i e l d  research the number o f  a c t i v e  

B o a rd members w a s  2 7 , 1 5  men and 1 2  women . A l l 2 7  Board 

memb e r s  were  i nt e rv i ewed and inc l uded i n  thi s  s t udy . The 

o v e r a l l  ave rage age of Board members was 41 years o l d ,  

average age f o r  women was 3 7 , and ave rage age f o r  men was 

4 4 . Twenty o f  the 2 7  Board members had p r i o r  board 

e x p e r i ences , but women on this Board who a r e  on the average 

7 y e a r s  y oung e r  than the ma l e  Board membe rs a l s o  have l ess 

e x p e r i ence on other boa rds than the i r  ma l e  c ount e rpa r t s . 

The B o a r d  i s  made up o f  app r ox i mat e l y  50% b l ack and 5 0 %  

whi t e  members , 5 0 %  ma l e  and 50% f ema l e  memb e rs . Thi s r a c i a l  

and g ender b a l ance i s  int ended and i s  r e f e r r ed t o  b y  Board 

memb e r s  and s eni o r  s t a f f  as the quota s ys t em .  

Pr evi ous know l edge o f  t he o rgani z a t i on 

Who asked you t o  s e rv e  

Most  Board members repo r t ed t h a t  they knew v e r y  l i t t l e  

about the o rgani z a t i on p r i o r  t o  being asked t o  j o i n  the 

B o a rd by a f r i end o r  w o rk c o l l eague . The e x c ep t i on was f our 

Board members who had chi l d r en i n  the p r og ram , two o f  whom 

w e r e  the cur r ent p a r ent represent a t i v e s  of the Board . 

The f i rs t  c ont act many Board members had w i t h  the 

o rgan i z a t i on was a f r i end or  work c o l l eague asking them t o  
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c ons i de r  s e rv i ng o n  the B o a rd and then that pe r s on or  the 

E xecut i ve Di r e c t o r  provi ding f o l l ow up inf orma t i on about the 

o rg ani z a t i on . The Nomi nating Commi t t e e  cha i rperson f o l l owed 

up these  d i s cus s i ons w i t h  a f orma l t e l ephone c a l l asking 

them t o  cons i d e r  Board membership and exp l a i n i ng t o  them 

about the r e sp onsibi l i t i es of t he Board . S ome peop l e  

a t t ended a Board f unc t i on and/ o r  me t w i th the E xecut i v e  

Di r e c t o r  p r i o r  t o  a g r ee i ng t o  s e rv e  o n  t h e  Board . 

P e op l e  app a r ent l y  agr eed t o  s e rve becaus e o f  who asked 

them and/ o r  becaus e o f  a g ener a l  i n t e r e s t  and c ommi tment to 

chi l dr en . Thi s agreement t o  j o i n  the Board di f f e rs f r om 

those boa rds o f  di r e c t o r s  whi ch a r e  e l ect ed f r om a 

membe rship o rgan i z a t i on o r  a r e  s e l ected f r om a l a rge c o r e  o f  

v o l un t e e r s  w h o  may be g r o omed t o  f i l l  b o a r d  posi t i ons . 

How board r e c rui tment o c cu r r ed 

The nomi nat i ng c ommi t t e e  a l ong w i t h  the E xecut i v e  

D i r e c t o r  annua l l y  revi ews the B o a rd membership t o  a s c e r t a i n  

gaps based on race , g ende r  and p r o f es s i ona l s ki l l s .  Areas 

o f  need are i dent i f i ed and the cur r ent Board members a r e  

a s k e d  t o  i dent i f y  approp r i a t e  p e r s ons who might be 

i n t e r e s t ed and qua l i f i ed to s e rv e  on the Board . 

P o t ent i a l  Board members a r e  i ni t i a l l y  asked i f  they 

might be i n t e r e s t ed in serving by a f r i end o r  w o rk 

c o l l e ague . I n  most cases  the f r i end i s  current l y  on the 

Board o r  had been on the board i n  t he r e c ent past : J oan 

R i v e r  s a i d ,  " [ J ohn St a r ]  asked me as I was pi cking him 

up . . .  he ment i oned he was [ Chai rman ] o f  ·the Ass oci at i on .  I 
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s a i d , what w a s  tha t ? "  The f r i end t e l l s  them about the 

o rgan i z a t i on and encourages them to agree to s e rve as a 

B o a rd membe r .  F o l l ow up i n f o rma t i on i s  s ent to  the 

p e r s p e c t i v e  Board members who are encouraged to ca l l  the 

E x e cut i v e Di r e c t o r  if they hav e further que s t i ons . Bob 

N e i l ' s  experi ence was typi ca l , " I  was c a l l ed by an e x i s t i ng 

B o a rd memb e r , I d i d  resea rch into the As soc i a t i on ,  met with 

the E x e cut i v e  Di r e c t o r  then deci ded t o  j o i n . "  I n  severa l 

cases  S t eve King , the Executive Di rect o r , approached the 

p o t ent i a l  Board member to a s c e r t a i n  hi s / he r  interes t . 

" [ S t e v e ] app roached me and asked me i f  I wou l d  be int e r e s t ed 

i n  being on the Board because o f  my r e a l  estate  backgr ound . "  

( Dan March ) I n  a l l cases the N omina t i ng Commi ttee  

chai rpe r s on makes the f i n a l  and f o rma l request of the 

indi v i dua l t o  become a member o f  the Board . 

Mot i va t i on f o r agr eeing t o  s erve on the Board 

Thi s Board rec rui t s  through bus iness and personal  

con t a c t s  o f  cur r ent and f o rmer Board members . Commi tment to  

the o rgani z a t i on i s  dev e l oped over t ime and i s  not  a 

p r e requi s i t e  f o r j o i ning the Board . The mot i va t i on f o r 

a g r e e i ng t o  s e rve i s  of ten p e r s ona l - - responding to  a reques t 

f r om a f r i end , c l i ent , boss o r  associ a t e . When asked why 

she ag r e ed to j o in the Board , one Board membe r ,  Rose G reen , 

s a i d ,  ' ' I s a i d  ' y es ' because I have respect f or [ Davi d ] " ;  

another Board membe r ,  T orn Mays , said  , " [ Bob]  was my c l i ent 

and the P r e s i dent of the organi z a t i on .  He asked me t o  



a t t end an event . " ;  Ka r en B l ack , a cur rent Board membe r ,  

c omment ed , " I  t hought a l o t o f  who asked me . "  

1 0 1  

T h e  f r i end o r  respected c o l l eague asking members t o  

s e r v e  o n  the B o a r d  p r ovi ded c r edibi l i t y  t o  t h i s  p a r t i cul a r  

o rgani z a t i on ,  but t i ming , i n t e r e s t , and p e r s ona l needs were 

a l s o imp o r t ant c ons i de r a t i ons for a g r e e i ng to s e rv e : 

" I  hadn ' t  been i n  [ Southeas t Ci t y ]  v e r y  l ong and I was 

anx i ous to do s omething c ommun i t y  r e l a t ed . "  ( Ma r y  

Stuart ) 

"At w o r k  h e r e  we ' re bas i ca l l y  c omp e l l ed t o  be i nv o l v ed 

i n  the c ommun i t y  and I was not t hat i nv o l ved in thi s 

c ommun i t y  becaus e I cou l dn ' t  f i nd anything that s t ruck 

me . "  ( J une B l o om )  

" I  had never s erved on a board b e f o r e  and I thought 

t h i s  w ou l d  be a g o od opp o r t un i t y  to do s ome thing e l s e , 

t o  mee t  s ome p e op l e  . . . .  " ( Pat Whi t e )  

" I  was a l i t t l e  f l a t t e r ed a c t ua l l y  that they wou l d  take 

me w i t h  v e r y  l imi t ed exposure to the c i t y . "  ( Ma r y  

Stua r t ) 

Ag r e e i ng t o  s e rv e  as a Board memb e r  appears  t o  have 

been a c omb i nat i on o f  who asked the p e r s on to s e rv e  and 

p e r s ona l mot i vat i ons . S ome of the mot i ves r e f l e c t ed by 

indi v i dua l s  dur i ng i n t e r v i ews a r e  want ing t o  f e e l  needed , 

l on e l i nes s , c a r e e r  advancement and wan t i ng s ome divers i t y  i n  

one ' s  own l i f e . 
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Mo t i va t i on f o r  s t ayi ng on the Board 

The Board and Commi t t ee mee t i ngs a r e  we l l  o rgani z ed and 

p l easant .  " P r o f e s s i ona l l y  run" i s  a t e rm us ed by many Board 

members to describe  what they l i ke about the Board mee t i ngs . 

The f ee l ing o f  mee t i ng d i v e r s e  peop l e f r om di f f e r ent parts 

o f  the c ommuni t y  was expressed as ano ther bene f i t  o f  being 

on thi s board : " I  en j oy the peop l e I meet and s e rve on the 

board wi th . . .  " ( Ro s e  G r e en ) Board members f e e l  as though 

they a r e  a c c omp l i shing s omething by a t t endi ng Board meet ings 

and f e e l  that they are i nv o l ved . Yet mos t  f e e l  that they 

a r e  not  being overwo rked o r  underused as Board members . 

Typi c a l  i s  the reac t i on o f  J ohn S t a r , "You f e e l  part of i t  

and s e e  a r e a l  conne c t i on . "  

F o r  s ome who a r e  unma r r i ed and c a r e e r  o r i ented , the 

o rgani z at i on and the B o a rd i t s e l f  represents a soci a l  

out l e t ,  o t he r s  express the re l i g i ous mot i vat i on o f  wanting 

t o  he l p  the l es s  f o r tuna t e . Board members agreed that this  

B o a r d  was  not  cons i de r ed p r e s t i g i ous by  the  powe r e l i t e  i n  

the l a rger  c ommun i t y  and the r e f ore p r e s t i g e  w a s  not 

c ons i d e r ed a s t r ong f ac t o r  f o r  j o i ni ng or  s t a y ing on the 

B o a r d . The E x e cut i v e  Di r e c t o r ' s  p r o f es s i ona l i sm and the 

f ac t  that the meet i ngs a r e  we l l  run and we l l - o rgani z ed i s  an 

imp o r t ant r e a s on this  B o a rd o f f e rs f o r  s t a y i ng invo l v ed . 

Thi s rep r e s ent s , f o r  many peop l e  on this  Board , a f e e l i ng of 

us i ng one ' s  v o l un t e e r  t ime w e l l .  

I n  c omp a r ing the r e s ponses i n  this subcategory t o  the 

subc a t e g o r y  " Phi l os ophy about Chi l dren , "  on l y  a l imi ted 
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numbe r  o f  Board members ment i on chi l dr en at a l l when 

d i s cus s i ng mot i vat i on f o r  s t a y i ng on the Board and s e t  thei r 

B o a r d  membership apart f r om a c ommi tment t o  chi l dren 

s p ec i f i ca l l y .  Y e t , J ohn S t a r , a w e l l i n f o rmed and high l y 

c ommi t t ed Board member , s a i d , "No g r e a t e r  p r i o r i t y  i s  there 

t han b e i ng i nv o l ved wi th chi l dren . "  

B o a rd members a t t endance a t  mee t i ngs 

There a r e  s t andard mee t i ng t imes f o r  a l l me et ings whi ch 

a r e  pub l i shed and s ent to a l l Board members at the beg i nning 

o f  each y ea r . New Board members a r e  ini t i a l l y  t o l d  that 

they mus t  a t t end Board and Commi t t ee meet i ngs as a 

requi r ement o f  Board membershi p . The Execut i v e  D i r e c t o r ' s  

s e c r e t a r y  regul a r l y c a l l s  a l l Board members t o  r emind them 

o f  me e t i ngs ; the Execut i v e  Di r e c t o r , S t ev e  King , makes 

s e l e c t e d  c a l l s  to board members who may not have a t t ended 

the l as t  f ew me et ing or p e r s ons he f ee l s  need to be at the 

me e t i ng . The r e  i s  an unevenness i n  h o l ding Board members 

a c c o un t ab l e  for  a t t endanc e at meet i ngs that appears t o  have 

p o l i t i ca l  o v e r t ones . F r om one Board member who has mi s s ed 

many mee t i ngs , " I ' ve t a l ked t o  [ t he Execut i v e  Di r e c t o r ] 

about i t  a coup l e  o f  t i mes and he doesn ' t  s eem t o  mind . He 

s a y s , ' I  und e r s t and your s chedul e conf l i c t s  and we ' re  g l ad 

t o  have you when you can c ome and g l ad when you mak e the 

cont r i but i ons that you c an . "' ( Dan Ma r ch ) . A c on f l i c t ing 

mes s a g e  was g i v en to another Board memb e r  who has mi s s ed 

many mee t i ngs a l s o : Bob Simon t o l d  the i n t e r v i ewe r , "One o f  

the things t h a t  y ou mus t  know i s  that my a t t endance i s  being 
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r e v i ewed I thi nk there needs t o  b e  a ni che f o r  those who 

can he l p  in thei r own ways . "  Bob was subt l y  t o l d  he had t o  

a t t end mo re meet ings o r  cons i d e r  r e s i gning . The cur rent 

B o a r d  Chai rman and the Execut i v e  Di r e c t o r  express s i mi l a r 

f e e l i ngs i n  exp l a ining the di f f e r ent mes s ages gi ven to  Board 

membe r s , The Chai rman , Tom Mays , s a i d , "You l o ok at the 

i nd i v i dua l ' s  t o t a l  p a r t i c i p a t i on - -whether o r  not he o r  she 

r e a l l y  g i v e s  of hims e l f ,  because y ou can c e r t a i n l y a t t end a 

mee t i ng and s i t  t he r e  and not do a thing . "  

L o c a t i on o f  o rgani z a t i on 

The l oc a t i on o f  both f ac i l i t i es i n  whi ch the 

Ass o c i a t i on operates  a r e  in the c i t y ' s  publ i c  hous ing 

p r o j e c t s . The re i s  s ome d i s c us s i on about moving the 

ass o c i at i on ' s  day c a r e  f a c i l i t i es t o  anothe r l o cat i on as 

on l y  3 0 %  of the chi l d r en a t t endi ng day c a r e  c ome f r om the 

di r e c t  c ommun i t y  hous i ng p r o j e c t s . The r e  i s  s ome s t r ong 

f e e l i ng and a s ense of det e rmina t i on on the Board f o r  not 

chang i ng l o c at i ons . Sonny L i nk , a bus inessman on the Board , 

s a i d , " S ome s a y  i t  i s  t ough t o  o p e r a t e  i n  that env i ronment 

that ' s  over  t h e r e  and that maybe we do need t o  r ethink that . 

T o  me , i t ' s  a l i t t l e  l i ke throwing i n  the t ow e l  on what y ou 

s e t  out t o  do . I admi t t o  a l l t he p r obl ems , but i t ' s  k i nd 

o f  l i ke g i v i ng up and s a y i ng , ' OK ,  the d rug l o rds own the 

p l ac e . ' I d on ' t s e e  that . "  J ohn S t a r  expl a i ns , " I  t hi nk 

i t ' s  t h e r e  on the f r ont l in e - f r ont i e r  and un l es s  

i ns t i tut i ons l i ke [ Chi l dr en ' s  As s o c i a t i on ]  s t a y  there , i t  

wi l l  b e  l e f t  t o  those ma r aude rs , who , I think , a r e  i n  the 
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sma l l ,  sma l l mi n o r i t y , t o  jus t  l a y was t e  t o  the 

nei ghbo rhood . "  Rose G r een d e s c r i bes the area i n  whi ch the 

f a c i l i t y  i s  l o cated by s a y i ng , " I t ' s  h o r r i b l e  over there . "  

Most  o f  the Board appears t o  g e t  s ome s a t i s f a ct i on and 

e xp r e s s e s  p r i d e  in the As s o c i a t i on being on the " f ront l i ne 

of d e f ens e "  against the c r imina l e l ement s  i n  the commun i t y . 

The r e  i s  a sma l l c o r e  o f  the Board members who be l i ev e  the 

f a c i l i t y  shou l d be moved . The r e  r emai ns ong o i ng d i s cus s i on 

on the Board about this  i s s ue . The B o a rd sees i t  as 

u l t ima t e l y t h e i r  de c i s i on to mak e . 

T i me C ommi tment 

The r e  is a r e c ogni t i on on the p a r t  of many Board 

memb e r s  that  i t  t akes a cons i d e r ab l e  amount of t ime t o  be a 

Board member on thi s Board . The Board and commi t t e e  

mee t i ngs a r e  s chedu l ed o n  a regu l a r  bas i s  and a t t endance i s  

e xp e c t ed : " I  f e e l  gui l t y s omet i mes when I can ' t  make a 

mee t i ng , "  ( B i l l  B r own ) ; " I t  t akes a l ot o f  t ime t o  be on t he 

B o a r d . ' ' ( Ro s e  G r e en ) J o e  W i t t  and Bob Simon , r e l a t i v e l y  

i nac t i v e  B o a rd membe rs , s a y  i t  t akes t o o  much t ime . Other 

B o a rd memb e r s , whi l e  acknow l edging the l a rge t ime c ommi tment 

of B o a r d  membe r s hi p , genera l l y s ay they f e e l  gui l t y when 

they  mi s s  me e t i ngs and s e e  i t  as t he i r  p r ob l em as oppos ed t o  

the o rgani z a t i on ' s .  

Summary Ana l ys i s  

s e t t i ng and c onte x t  a s  a category  r e p r es ents a l l those 

a r eas ment i oned and obs e rved t hat have t o  do wi t h  the 

demogr aphi c s , backg r ound and envi r onment a l  f ac t o r s  that 
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a f f e c t  the B o a rd . The f a c t  that this  o r gani z a t i on has been 

in the s ame g enera l l o cat i on and has been in e x i s t ence f o r  

we l l  over  1 0 0  years and the f a c t  that t he Execut i v e  Di r e c t o r  

h a s  a l ong and succ e s s f u l  t enure w i t h  t h e  organi z a t i on 

p r ovi des f o r  a s ense o f  s t abi l i t y  f o r  t he Board . The Board 

members are genera l l y  a c t i v e  and c ommi t t ed t o  the 

o rgani z a t i on ,  the Execu t i v e  Di r e c t o r  and the Board i t s e l f ,  

but when they w e r e  asked o r i g i na l l y  t o  s e r v e  on the Board , 

they  a g r eed based on p e r s ona l and p r o f es s i ona l f r i endships 

o r  o t he r  r e l a t ed r ea s ons and were unaware o f  the 

o rgani z a t i on ' s  mi s s i on and a c t i v i t i es . P r o f es s i ona l i sm i s  a 

v a l ued at t r i bu t e  that Board members s e e  i n  the management o f  

t he A s s oc i a t i on and t h e  Board mee t i ngs . Gene r a l l y ,  the 

board members f ee l  that thei r t ime is w e l l used a t  Board and 

Commi t t e e mee t i ngs , a l t hough t hey recogni z e  t hat  being on 

thi s B o a r d  does t ake a g r eat  dea l of thei r t ime . Board and 

Commi t t e e  mee t i ngs a r e  conduc t ed in the organi z a t i on ' s  

f a c i l i t i es and l unches a r e  s e rv e d  as a t ime saver and t o  

f ami l i a r i z e  Board members w i t h  t h e  f ood s e rved t o  the 

chi l d r en i n  ca r e .  Board members pay a fee f o r  l unch that 

r e p r e s en t s  the cost o f  a mea l  a t  t he f a c i l i t y . Meet ings 

a l ways begin on t ime and end on t ime , whi ch is s omet hi ng the 

E x ecut i ve D i r e c t o r  and the Chai rman p r i de t hems e l ves on and 

B o a r d  memb e r s  in g en e r a l  app r e c i a t e . The Board exp r e s s es 

c on c e rn f o r the overa l l  p r o b l ems o f  pove r t y  and c rime that 

e x i s t  in t h i s  c ommun i t y  and sugg e s t s  that B o a rd membershi p 
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i s  one w a y  that they c an he l p  t h e  o rg ani z a t i on ,  chi l d r en i n  

the a r e a  and the commun i t y  at l a rg e .  

B .  PROCESSES AND OPERAT I ONS : How the o rgan i z at i on and the 

Board f unc t i on 

Manage r i a l  i s sues 

There appears to be an awareness and app r e c i a t i on on 

the B o a rd that the Ex ecut i v e  Di r e c t o r  is the chi ef 

admi ni s t ra t o r  and manages the agency very w e l l :  Candy 

S i l v e r  des c r i bes the Chi l d ren ' s  As s o c i a t i on compared t o  

o t h e r  o rgani z at i ons , " I t  i s  s o  p r o f es s i ona l l y  run and I 

think that i s  def i ni t e l y  the excep t i on . "  Howev e r , there i s  

l es s  und e r s t anding o f  t h e  Board ' s  r esp ons ibi l i t i es i n  the 

o v e r a l l  g o v e rnanc e of the o rgani z a t i on :  In r e f e r ence to 

sup e r v i s i on o f  the E x e cut i v e  Di r e c t o r , Barbara J ones s t a t es , 

" I  don ' t  know how we do [ S t ev e  Kings ' s ]  eva l uat i on . "  J une 

B l o om be l i ev es the B o a r d  f o l l ows the adv i c e  o f  the E xecut i v e  

Di r e c t o r , but g o e s  o n  t o  que s t i on that p r a c t i c e : " I t  s e ems 

that s omet imes i t ' s  just - - ' we l l ,  i f  you think thi s  i s  f ine , 

yes , that ' s  what we ought t o  do . '  And that there ' s  ma ybe 

not as much d i s cus s i on about things . "  

P r ograms/W o rk o f  the o rgani z at i on 

B o a rd members d i d  not i dent i f y  w i t h  the da y - t o-day 

o p e r a t i ons o f  the organi z at i on i n  any d e t a i l yet  the re i s  

g ene r a l  know l edge on the p a r t  o f  Board members o f  the 

As s oc i a t i on ' s  p r o g r ams . The r e  i s  a l s o an app r e c i at i on o f  

the ha rd w o rk o f  s t a f f  and t h e  needs o f  t h e  v a r i ous p r ograms 

o f  the As s o c i a t i on that a r e  repo r t ed by Steve King i n  h i s  
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regu l a r report t o  the Board . Dav i d  G r e en comments , "There ' s  

s o  much g o od work that goes on undernea t h ,  day i n  and day 

out . . .  that we  t end t o  over l o ok those as being spectacul a r  

a c c omp l i s hment s . "  O t h e r  Board members a l s o  acknow l edge the 

s k i l l s and dedi ca t i on of the s t a f f  and express p r i de in the 

l ong t i me s t a f f ers and l ow t urnover . 

P o o r  board management - e xampl es 

Seve r a l  B o a rd members compare other nonprof i t  

o r g an i z at i ons ' boards whe re management was poor b y  way o f  

cont r a s t i ng this  o rgani z at i on ' s  and Board ' s  g o od manag ement 

s t y l es w i t h  others . An examp l e  o f  that comment is made by 

J ohn S t a r , " S ome boards whe re the manag e r i a l  s i de is w e l l 

run but then the cost  i s - - i t ' s  a l most hiding the ba l l  f r om 

the board - - ' we don ' t  want you t o  get  inv o l v ed , we just 

want y ou to know i t ' s  a f i ne run ma chine , '  but , you know , 

i t ' s  just  s o r t  o f  wi ndow d r e s s ing and you l eave i t  a l one . "  

Barbara J ones , i n  speaking of other organi z at i ons s ai d , 

"A l o t o f  t imes peop l e  g e t  on a board be caus e o f  who they 

know and they never i n t end to a t t end a mee t i ng ; they don ' t  

c ome t o  a me et ing ; there ' s  no a c c ountabi l i t y ;  nobody ever 

s a y s  anything to them . " 

I n  c i t i ng these e x amp l es o f  other poor l y  managed 

boa rds , B o a r d  members a r e  r e f l e c t i ng the high l ev e l s of 

i nv o l vement and c ommi tment they f e e l  i n  thi s o rgani z a t i on . 

Thes e c omp a r i s ons a l s o p r ov i ded insi ght i n t o  what Board 

members p a r t i c u l a r l y  app r e c i a t ed about this Board . 
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Assessment o f  Board me e t i ngs 

Mos t B o a rd members s t at ed that Chi l d ren ' s  As soc i a t i on 

Board me e t i ngs w e r e  w e l l organi z ed and w e l l - run w i t h  t i ght 

agendas whi ch were  p l anned by the Execut i v e  Di r e c t o r  and 

r ev i ewed w i th the Chai rman of the Board . Board mee t i ngs 

w e r e  s e en as a " r eport  g i v i ng t ime" whe r e  s ome deci s i on 

v o t e s  might have t o  be t aken , but the r e  was g ene r a l  

a g r e ement t h a t  t h e  r e a l  de c i s i ons w e r e  made p r i o r  t o  B o a rd 

meet ings . T om May f ee l s  that " The qua r t er l y  Board me e t i ngs 

s o r t  of summa r i z e  the c ommi t t e e  act i v i t i es . "  " The agendas 

a r e  p r e t t y  we l l  s e t  and they ' r e p r e t t y  w e l l f o l l owed . I 

think c e r t a i n l y there ' s  a c e r t a i n  amoun t o f  t ed i um o r  det a i l  

i n  e v e r y  mee t i ng t hat has t o  b e  dea l t wi t h ,  but . . .  that ' s  

j u s t  p a r t  o f  the r out i ne o f  meet i ngs . "  

B o a r d  Commi t t ees 

The r e  is g en e r a l  a cknow l edgment and agr e ement on the 

p a r t  o f  B o a r d  members that the w o rk o f  the Board is done in 

c ommi t t e es . N ew Board members are t o l d  that a r equi r ement 

of B o a r d  membership is p a r t i c i p a t i on on a commi t t ee of the 

Board and they a r e  ass i gned t o  a commi t t ee immedi a t e l y  a f t e r  

a c c ep t i ng membe r s hi p . 

" I  t h i nk o f  everythi ng [ f o r  t hi s o rgani z a t i on ]  i n  

c ommi t t ees . "  ( Ba rbara  J ones ) 

" The r e a l  work o f  the Board t akes p l a c e  on the 

c ommi t t e e  l ev e l . Onc e  i t ' s  to the Board i t ' s  g one 

through the c ommi t t ees and the E x e cut i v e  Commi t t ee . "  

( Tom Mays ) 
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" I f  y ou ' r e going t o  be invo l v ed , y o u  n e e d  t o  make a 

c ommi tment t o  wha t ev e r  commi t t e e  y ou ' r e going t o  be on 

and make sure that you a r e  inv o l v ed - - show up f o r  the 

mee t i ngs . . . .  " ( J une B l o om ) 

When asked i f  she l i ked the Commi t t ee s y s t em ,  Rose 

Gr een conc l uded , " I t  t akes mo r e  t ime , but i t ' s  a good 

s y s t em . " 

One c onc e rn that s e v e r a l  Board members expressed was 

that the c ommi t t e e s t ructure does not a l l ow them t o  know a l l 

a s p e c t s  o f  a c t i vi t i es o f  the Board becaus e the i r  work i s  i n  

on l y  o n e  a r e a . Thi s i s  exp r e s s ed as a f rust rat i on , n o t  a 

sug g es t i on t o  chang e the s ys t em .  A second concern exp r e s s ed 

by B o a r d  member Steve Penn about the c ommi t t e e  s y s t em in 

g en e r a l  is " I n  dea l i ng wi th the commi t t ees , we ' re  at l east  

one s t ep r emoved f r om the real  operat i on of programs and I 

wi sh I c ou l d  be mo r e  i nv o l ved wi th the peop l e part . "  

I t  i s  genera l l y  be l i eved by Board members that the 

c ommi t t ee s t ructure works w e l l and a l l ows them to us e the i r  

sk i l l s o n  beha l f  o f  the o rgani z at i on o r  deve l op new ski l l s  

that they may want t o  dev e l op o r  r e f ine the r eby cont r i buting 

t o  the i r  s ense o f  being needed and us e f u l  f o r  the 

o r gani z a t i on .  Board members may s e l ect a commi t t e e  that 

they w i s h  t o  s e rve on . I f  they do not have a p r e f e rence or  

an i dent i f i ed n eeded sk i l l  f o r  s ome spec i f i c  c ommi t t e e , 

s t e v e  King , the E x ecut i v e  Di r e c t o r , a s s i gns new Board 

memb e r s  to c ommi t t ees . 
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Execut i v e  Commi t t ee 

Thi s c ommi t t ee i s  made up o f  the o f f i c e r s  o f  the Board 

and a l l commi t t e e  chai rpeop l e  and represents the mos t  a c t i v e  

Board membe r s . The E x ecut i v e  Commi t t e e o f t en cons t i tutes 

the inner ci r c l e on the Board for dec i s i on mak i ng . Rose 

G r e en ( a  f o rmer memb e r  o f  the Execut i v e  Commi t t ee )  obs erves , 

" [ The ] E x e c u t i v e  Commi t t ee mak es the recommendati ons to  the 

B o a r d  . . .  puts i t  i n  p l a y . . . .  [ The E x e cut i ve Commi t t e e has ] a 

l o t qui cker de c i s i on making , a l i t t l e  mo re hones t  f eedback . 

I f e l t i t  wo rked b e t t e r  than a board of 3 3  peopl e . "  

At t endance at E x ecut i v e Commi t t e e  me et ings i s  a l ways high 

w i t h  l ot s  o f  ques t i oning and d i s cuss i on taking p l a c e . I t s 

members  have been on the B o a rd f o r  the l ongest t ime . The 

E x e cut i v e  Commi t t ee ' s  r e c ommenda t i ons to the f u l l B o a rd a r e  

mos t  o f t en t aken as f i na l app rova l ,  t h e  f u l l B o a r d  put t i ng a 

g r e a t  dea l o f  t rus t i n  the r e c ommendat i ons and dec i s i ons 

made in thi s c ommi t t e e . 

N omina t i ng Commi t t e e 

Thi s Commi t t e e  has a c l ea r l y  d e f i ned t imetab l e and 

t asks . The Execut i v e  Di r e c t o r  p repares a l i s t ing f o r them 

out l i n i ng gaps f or t ypes o f  Board members  bas ed on sk i l l s ,  

r a c e , g ende r , and other needs w i t h  s ome rec ommenda t i ons f o r  

p o t ent i a l  c and i da t e s . The Commi t t e e  r eques t s  he l p  f rom 

spe c i f i c  Board members  whom they f e e l  may know ind i v i dua l s  

who c an f i l l the gaps and then d o  a g r eat deal  o f  f o l l ow up . 

The chai r p e r s on o f  the N ominat ing Commi t t e e , Candy Si l ve r , 
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e xp l a i ned , " A  l a rge numbe r  o f  Board members pa r t i c i pa t ed in 

t he nomi na t i ng p r ocess . "  

The o f f i c e r s  o f  t he Board and C ommi t t ee chai rpeop l e  a r e  

s e l e c t ed f o r  t he i r  abi l i t i es and wi l l i ngness t o  s e rve and 

a r e  r e v i ewed by the P r e s i dent and Execut i v e  Di r e c t o r  p r i o r  

t o  t he i r r e c ommenda t i ons t o  t h e  N omi na t i ng Commi t t ee . The 

E x e cut i v e  Di r e c t o r , S t ev e  King , admi t s , " . . .  s e l ect i on of 

o f f i c e r s , as w e l l as s e l e c t i on o f  Commi t t ee chai rmen , a l ways 

o r i g i n a t e s  w i t h  me ; i t  a l ways has . "  He be l i eves he has the 

g r e a t e s t  know l edge and i ns i ght i n t o  a l l Board membe rs ' 

ski l l s  and abi l i t i es and i s  comf o r t ab l e that he i s  abl e t o  

make t h e  b e s t  r e c ommenda t i ons f o r  the o f f i c ers o f  t he Board . 

The c u r r en t  Chai rman i s  equa l l y  comf o r t ab l e  w i t h  t h i s  met hod 

genera l l y ,  but says he has the power to ove r ru l e i f  he 

t hi nks t ha t  wou l d be appropr i at e .  

Long Range P l anni ng Commi t t e e  

Thi s Commi t t ee w a s  e s t ab l i shed based o n  a r e c ommen

dat i on by t he l oc a l  f unding agency , Uni t ed Way , and has 

wo rked on t he r e s e a r ch and dev e l opment of a l ong r ange p l an .  

The Commi t t e e  was s e r i ous about i t s work , a t t endance was 

h i gh a t  c ommi t t e e  me e t i ngs , and ques t i ons and d i s cus s i on 

w e r e  l i v e l y .  J une B l o om ,  the Commi t t ee chai r p e r s on , and the 

E x e cut i v e  D i r e c t o r  s e t  the agenda and prepare the d r a f t  

r ep o r t s  f o r  t h e  C ommi t t ee f o r  r ev i ew and c ommen t . Three 

mini r e t r e a t s  f o r Board members were  p l anned to  g e t  ma ximum 

i nput f r om t he f u l l B o a r d  f o r  future p l anni ng i s sues . 



1 1 3  

T h e  r e t reats  have been a v e r y  he l p f u l  e x e r c i s e  f o r the 

B o a rd as i t  has r a i sed app r op r i at e  ques t i ons f o r  the Board 

t o  add r ess about its f utur e . I t  has a l s o a l l owed the Board 

t o  und e r s t and and d i s cuss p o t ent i a l  p l ans f o r  the d i r ec t i on 

the o rgani z a t i on c an t ake i n  the future and what 

s i gni f i cance this  can have on the cur r ent ope r a t i ons and 

f uture  f unding . The Board members genera l l y  t o ok this 

res pons i b i l i t y  s e r i ous l y  and had a g r eat dea l o f  input . 

Finance Commi t t ee 

Thi s C ommi t t e e was v e r y  t ask o r i ented ; i t s  ma j o r  

r e s pons i b i l i t y  being the rev i ew o f  f i nanc i a l  reports o f  the 

o rgani z a t i on .  The peop l e  who s erve on thi s Commi t t ee 

g ene r a l l y had f i nanc i a l  backgr ounds and interest  and a r e  

s e r i ous about the r e v i ew f unc t i on . T h e  E xecut i v e  Di r e c t o r  

r egu l a r l y p r epa r ed f i nanc i a l  repo r t s  f o r  this Commi t t e e  w i t h  

h i s  f i s c a l  o f f i ce r , b o t h  o f  whom were  i n  a t t endance at a l l 

o f  these me et ings . The Cha i r  o f  thi s Commi t t e e , D i ck 

H a r r i s , was not  s ki l l ed i n  this  area but wo rked ha rd at 

und e r s t anding the repo r t s  and was a s s i s t ed by other 

C ommi t t ee members and the E x e cut i v e  Di r e c t o r  i n  repo r t i ng 

the f i nanc i a l  inf o rma t i on t o  the f u l l Board . 

Agency S e r v i c e s  Commi t t ee 

This  C ommi t t ee me t on l y  minima l l y  during the research 

p e r i od , cance l l ing f our o f  i t s  f i v e  me e t i ngs dur i ng t he s i x 

mon t h  p e r i od . The Commi t t ee had been i nv o l ved i n  the 

d ev e l opment o f  t he A I DS p o l i c y  s tudy and had met e x t ens i v e l y 

dur i ng that t ime . 
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When ques t i oned , the chai rman o f  this  Commi t t ee , Steve 

P enn , r e f l e c t e d  on the work o f  the Commi t t e e ,  "For  the l as t  

y e a r  o u r  ma j o r  thing t hat  we  d i d  was bas i ca l l y  that  A I DS 

p o l i c y . W e  a l s o r ev i ew ,  coordinate the s e l f - eva l ua t i on 

s t ud i es . I ' ve never r e a l l y  t hought o f  i t  as mon i t oring 

e f f e c t i v eness , but sure we do . "  

The work of the Commi t t e e  had been l imi t ed t o  spe c i f i c  

i s s ues that a r e  usua l l y  i dent i f i ed b y  s t af f . A t  t imes they 

have add r e s s ed new p r og r am needs and wo rked w i th s t a f f  on 

t he or gani z a t i on ' s  s e l f - eva l ua t i on that was r eques t ed by the 

Uni t ed Way . They do not regul a r l y  eva l ua t e  agency s e rv i ces 

nor  have they s e en i t  as thei r r esponsibi l i t y . 

Dev e l opment Commi t t e e  

Thi s Commi t t ee has a v e r y  a c t i v e  and enthus i as t i c  

chai r ,  Bi l l  B r own , who wo rks w e l l w i t h  the s t a f f  but 

comp l a i ns about other Board membe rs ' l a ck of invo l v ement . 

" I t ' s  d i s couraging , I t hi nk , a t  this  point , you know , come 

t o  my mee t i ng , you s a y , ' t his  t hi ng wi l l  never work . ' Whe re 

have you been for  the l as t  f our months? I mean , we ' v e been 

p l anning t h i s  thing . . . .  That ' s  why I t hi nk i t ' s  s o  imp o r t ant 

that e v e rybody communi c a t e . "  

The E x ecut i ve D i r e c t o r ' s  admi ni s t ra t i v e  a s s i s t ant 

s pends a ma j o r i t y  of h i s  t ime wo rking on dev e l opment i s sues 

and p r o v i des s t a f f  supp o r t  to t h i s  Commi t t e e . Some Board 

members who a r e  on t h i s  Commi t t ee a r e  unc l e a r  and / o r  

unc ommi t t ed about t he need t o  r a i s e  addi t i ona l f unds over 

and above the annua l income f r om the Uni t ed Way and other 
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s ou r c e  f o r  the o rgani z a t i on . The Commi t t e e a t t emp ts t o  do 

many di f f e r ent p r o j ec t s  f r om campaign f und r a i s i ng t o  

spe c i a l  events and pub l i c i t y . I t  has had s ome ma j o r  

succes s es and s ome ma j o r  f a i l ures , but i t ' s  l ess f ocus ed 

than o t h e r  B o a rd commi t t ees . 

Commi t t ees Summary 

I n  genera l , the Commi t t e e  s t ructure of this  Board 

a l l ows g r e a t e r  i nv o l v ement on the part o f  s ome Board 

members . Those B o a rd members who actua l l y  p a r t i c i pa t e  at 

C ommi t t ee me et i ngs have input into the p rocess and f i na l 

Commi t t e e  p r oduc t s . Board members a r e  encouraged t o  s e l f 

s e l e c t  C ommi t t ees . Tho s e  who take the Commi t t ee work 

s e r i ous l y  and part i ci p a t e  f e e l  mos t  s at i s f i ed wi th the 

C ommi t t e e  s t ructure . 

Fundi ng 

The Board and the Execut i v e  Di r e c t o r  a r e  current l y  

r e v i ewing e x i s t i ng and a l t erna t i v e  f unding sources a l ong 

w i t h  the i s sue of g r owth and no g r owth f o r  the o rgani z a t i on . 

Funding f o r  the o rgani z at i on now c omes f rom the l o c a l  Uni t ed 

Way , f ees  f o r  s e r v i ces , s ome l imi t ed gove rnment d o l l ar s , and 

o t h e r  cont r i buti ons . Fundi ng a l t e rna t i ves now being 

d i s cus s ed i nc l ude endowment f unds , es t ab l i shing a 

f und r a i s ing " s i gnature event " and p r i v a t e  s e c t o r  corporate  

day c a r e . The r e  i s  d i f f e r ence o f  opini on on the Board on 

whi ch , i f  any , new f undi ng t o  pursue . This di f f e r ence 

appa r ent l y  is based on t he g r owth v e r s us no g r owth i s sues 

f o r the o rgani z a t i on .  Dav i d  Gr e en , a no g r owth advocat e ,  
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says , " I  don ' t  know i f  w e  need a s i gnature event . . . .  I don ' t  

know i f  f o r sure every  organ i z a t i on shou l d  have an endowment 

f und . . . .  I have t r oub l e  w i t h the endowment e f f o rt . "  On the 

other hand , J ohn S t a r  wants the Chi l d r en ' s  Ass o c i at i on t o  

p r o v i d e  addi t i ona l s e rv i ces and s ees g r owth as v i t a l : " I  

think the endowment i s  going t o  be the f u l l t i me l i f e  b l o od 

that g i v e s  us cont inui t y . "  Sunny L i nk p rovi des anothe r 

r a t i ona l e  f o r s e eking a l t e rna t i v e  f unding as " be i ng abl e t o  

gene r a t e  the revenues t o  the e x t ent that [ Chi l d r en ' s  

As s o c i a t i on ]  shou l d  not be as dependent on the Uni t ed Give rs 

Fund . "  

The i s sue o f  s e eking a l t erna t i v e  f undi ng f o r  the 

o r g an i z a t i on is t i ed into the d i s cus s i ons o f  f uture g r owth 

f o r  the o rgani z at i on and a r e  r e c ogni z e d  as an integra l part 

o f  l ong r ang e p l anning s t r a t e g i e s  that the Board mus t 

addres s . The i s sue o f  endowment f unding i s  being pur sued 

based on the be l i e f s  ( which are he l d  by s ome members o f  the 

B oa r d ) that an endowment f und i t s e l f  is c r i t i ca l  t o  the 

surv i v a l  o f  the o rgani z a t i on .  

P l ann i ng 

I n  addi t i on t o  the cont i nuing e f f or t s  o f  the Long Range 

P l anning Commi t t e e , the need f o r  p l anning is d i s cus s ed by 

the B o a r d  and i s  gener a l l y  s e en as a j oint respons i b i l i t y  of 

the Board and the E x ecut i v e  Di r e c t o r . Most B o a rd members 

a cknow l edge p l anni ng as an imp o r t ant Board r o l e ,  but a f ew 

B o a rd members a r e  imp a t i ent wi th the p r ocess and b e l i ev e  

t h a t  the B o a r d  s p ends t o o  much t ime d i s cus s ing f uture  
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p l ann i ng . J o e  W i t t , a r e l a t i v e l y  i na c t i v e  Board member 

sugges t s , "We ' v e been consumed wi th l ooking at  the future . "  

Quo t a  sys t em 

B o a rd members  genera l l y  s t a t e  that they a r e  awa re o f  

and l i ke t he d i v e r s i t y  b r ought about by t h e  Board membership 

quota s y s t em and f e e l  it  is app r op r i a t e  t o  exp l ain the 

membership quo t a  s y s t em ini t i a l l y  to perspect i v e  Board 

membe r s . Dan Ma rch exp l a i ns , " I  t hi nk i t ' s  g o od . I thi nk 

i t  s e t s  a guide l i ne f o r what t ype o f  p e r s on ought t o  be 

l ooked at n e x t  and , I don ' t s e e any thing w r ong or imp r oper 

about i t , and I think i t ' s  g o od . "  Joan R i v e r , a b l ack Board 

membe r  who comes f r om another c i t y  points  out , " I  l i ke  the 

nominat ing s y s t em o f  quotas . [ Southeast C i t y ] has a hi s t o r y 

o f  d i s c r imi nat i on . " On the other hand , P e t e  Smi t h  says , " I  

don ' t  think much o f  i t . I never have . Being a whi t e  

P r o t e s t ant ma l e ,  I may be p r e j udi ced , but I ' ve a l ways f e l t 

that i n  any j ob ,  the mos t  sui t ab l e p e r s on shou l d  be the one 

who has that j ob r e g a rd l e s s  of any of that s t uf f . . . .  I hate 

t he quo t a  s y s t em .  I c an s e e  i t  a l i t t l e  bet t e r  i n  a case 

l i k e  [ Ex e cut i v e  Di r e c t o r ' s ]  . . . .  So , I guess i t ' s  j us t i f i ed on 

t hat  bas i s . "  This s y s t em does app e a r  t o  b r i ng in new , 

d i v e r s e  B o a r d  members  n o t  s e en on other boards i n  the area . 

Some B o a r d  members  be l i ev e  the quota s y s t em i s  mand a t ed i n  

the o rgani z a t i on ' s  b y - l aws , b u t  i n  f a c t  i t  i s  not . The 

Execut i v e  Di r e c t o r  and past  Board o f f i c e r s  have dev e l oped 

t h i s  s y s t em bas ed on t he i r  b e l i e f s . 
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Deci s i on mak i ng 

The deci s i on making p r ocess o f  the Board i s  gener a l l y  

und e r s t ood and ac cepted by mos t  Board membe rs . Any i ni t i a l  

con c e rn o r  i s s u e  may b e  r a i s ed b y  a Board membe r ,  but mos t  

o f t en i s  r a i s ed b y  the Execut i ve Di rect o r . J i m  Cohen 

exp l ains that " [ t ] he Di r e c t o r  makes hi s needs known to the 

indi v i dua l c ommi t t ees . "  O f t en the i s sue or  concern , i f  

va l i da t ed b y  the E x ecut i v e  Commi t t e e o r  Board a s  s ome thi ng 

they w i s h  t o  pursue , i s  r e f e r r ed t o  a Commi t tee o f  the Board 

f o r  s t udy . S t a f f  and Board members work on the i s sue , 

r e f i n e  and c l a r i f y  i t , usua l l y  prepare rec ommendati ons and 

d r a f t s  and t hen the C ommi t t ee cha i r  p r es en t s  the f indings t o  

t he E x e c u t i v e  Commi t t e e . The Execut i v e  Commi t t e e  revi ews 

and ques t i ons the f i ndings , then ei ther s ends i t  t o  t he f u l l 

B o a r d  w i t h i t s r e c ommendat i on o r  r e f e rs i t  back t o  the 

Commi t t e e  w i t h  sugges t i ons . The t ime e l ement f o r thi s 

p r o c e s s  can be sho r t  o r  qui t e  l ong . Sue C o l e exp l ains the 

p r o c e s s  wi th s ome l ev e l  o f  f rus t rat i on ,  " The Ex ecut i v e  

Commi t t e e  makes r e c ommendat i ons t o  the Board . Ever yone i s  

we l c omed t o  a t t end those meet i ngs , but I have enough t o  do 

to a t t end the c ommi t t ee meet ings and the Board mee t i ng . "  

The r e  a r e  many e x p r es s i ons o f  t rus t by Board members i n  thi s  

de c i s i on mak i ng p r ocess a s  w e l l a s  us ing Commi t t ees t o  

ques t i on and r e f i n e  i s sues , s o  cons equent l y  the Board 

mee t i ng ma y a c t ua l l y  be i n f o rmat i on shar ing and a ' ' rubber 

s t amp " e x e r c i s e  i n  dec i s i on maki ng . ( Se e  Mode l i n  F i gure 3 . )  
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Sunny L i nk r e f l e c t s  on the dec i s i on making o f  the 

Board , " Once i t ' s  been through the p rocess , I wou l d say 

that the chances o f  i t ' s  app rova l at the Board l ev e l  

a r e  v e r y , v e r y  g o od . "  

J une B l o om ,  who i s  a member o f  the Execut i v e  

Conuni t t ee , i s  mo r e  di r ect , "Once t h e  Conuni t t ee has 

basi c a l l y  eva l ua t ed and ana l y z e d  the i s s ue and come t o  

a conc l us i on ,  t h e  Board , I think j u s t  buys o f f  o n  that , 

just  makes i t  o f f i c i a l . The de c i s i on ' s  been made . "  

Thi s d e c i s i on maki ng p r o c es s  wo rks w e l l f o r  the Board . 

I ssues that a r e  r a i s ed by s t a f f  o r  Board members get 

app r o p r i a t e  a t t ent i on through the B o a rd ' s  conuni t t e e  

s t ructure and dec i s i on mak i ng mode l . 

P o l i cy dev e l opment 

Most Board members say po l i cy i s sues and concerns a r e  

gene r a t ed by s t a f f . B o a rd members s t a t e  that s t a f f  wi l l  be 

mo r e  aware o f  c u r r ent i s sues o r  c oncerns f o r  the Chi l dr en ' s  

As s o c i a t i on and can mo r e  eas i l y  b r i ng those t o  the a t t en t i on 

o f  the Board : " I t  s e ems t o  me [ the E x e cut i v e  Di r e c t o r  or  

h i s  as s i s tant ] wou l d p r obab l y  p r es ent s ome thing t o  us  w i t h  a 

sugg es t i on o r  a d r a f t  po l i cy . . .  or  pe rhaps i t ' s  s omethi ng 

that c arne up i n  one o f  those subconuni t t e e mee t i ngs and they 

d ev e l oped i t . "  ( Ma r y  Stuart ) The r e  is much evi dence of 

t rus t in S t ev e  King , t he E x e cut i v e  Di r e c t o r , and i n  his 

abi l i t y  to i dent i f y  p o l i cy i s sues t o  b r i ng to the Board . 

The cur r ent Board Chai rman , Tom Mays , s ays , " I f  [ S t eve ] i s  

c omf o r t a b l e wi th i t , . . .  we  f e e l  c omf o r t ab l e . "  A t  t i mes 
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po l i c y may o r i ginate wi th i nd i v i dua l Board members r a i s i ng 

ques t i ons , but mos t o f t en Board members s e e  i t  as i n i t i a t ed 

by the E x e cut i v e  Di r e c t o r . Karen B l ack e x p l ained , " I  r e a l l y  

s e e  the imp o r t ance o f  a good E xecut i v e  Di r e c t o r  in hel ping 

t o  p u l l t og e ther the B o a rd becaus e mos t  o f  them that I ' ve 

s e en a r e  p r e t t y  l a rge [ Boards ] and c an ' t  i n  and of 

t hems e l v es c ome up w i t h  p o l i c y  di rec t i on . "  

St eve King summa r i z e d  the cur r ent process v e r y  w e l l ,  

"The po l i cy  d r a f t s  o r  i deas f o r  po l i cy and po l i c y  d r a f t s  

o r i g i na t e  wi thin t h e  s t a f f . They t ake i t  t o  the Board . 

S e l d om do we get  a si tua t i on f r om the Board that asks , ' Do 

w e  have a p o l i cy governing t h i s ? ' I t ' s  a thi ng f r om the 

b o t t om up and that once the po l i cy  or  p r oposed po l i c y is 

p l aced b e f o r e  a c ommi t t e e  o f  the Board then d e l iberat i on 

begins . And I t hi nk that ' s  whe r e  the Board r e a l l y  becomes 

e f f ec t i v e  because there  you get  a chance to get  this  d i v e r s e  

g r oup c oming t o  bear o n  what ' s  being put i n  f r ont of u s  and 

that [ i s when ] the modi f i ca t i ons and the chang es begin t o  

o c c ur . "  

P o l i cy deve l opment i s  not  a s ep a r a t e  and d i s t inct i s sue 

f o r  many B o a r d  membe r s . They address po l i c y  que s t i ons onl y 

as they c ome up i n  the cont e x t  o f  dec i s i on maki ng . Sev e r a l  

members o f  t h e  Board a r e  now ques t i oning t h e  wi sdom o f  that 

app r oach and the need o f  r e f l e c t i on and e v a l uat i on of po l i cy  

dec i s i ons by the Board . Rose Gr e en ref l e c t s , "We jump ed 

i n t o  i t  [ S t .  J ames ' ]  w i th both f eet  be f o r e  a po l i cy was 



1 2 2  

d e c i ded upon , and when that d i dn ' t  work out , w e  s t i l l  don ' t  

have a dec i s i on on that p o l i cy . "  

Summa ry Ana l ys i s  

C ommi t t ees o f  the Board a r e  the working g r oups that the 

B o a r d  members r e c ogni z e  as an imp o r t ant e l ement o f  the 

B o a r d ' s  success . The E x e cut i v e  Di r e c t o r  a t t ends a l l 

C ommi t t ee meet i ngs and other  s t a f f a r e  p r e s ent when he f ee l s  

a need f o r  add i t i ona l s t a f f supp o r t . The Commi t t ees meet 

regu l a r l y  and repo r t s  are p r epared on a l l Commi t t ee mee t i ngs 

w i t h  C ommi t t e e  chai r s  p r e s ent i ng those repo r t s  at the 

E x ecut i v e  C ommi t t ee and f u l l Board mee t i ngs . The re i s  

gene r a l  und e r s t anding among the Board members that the 

E x ecut i v e  Di r e c t o r  runs the day - t o -day ope r a t i ons o f  the 

o r g ani z at i on and the Board shou l d not get i nv o l v ed in the 

admi ni s t ra t i v e  running o f  the o rgani z at i on .  Dur i ng the 

B o a r d  mee t i ngs the Board r e c e i v e s  a report  on the 

admi ni s t r a t i on and opera t i on o f  the o rgani z a t i on f r om the 

E x e cut i v e  Di r e c t o r . B o a rd members have an open i nv i t a t i on 

f r om the E x ecut i v e Di r e c t o r  t o  drop i n t o  e i ther of the 

f a c i l i t i es to obs e r v e  the p r o g r ams and whi l e  s ev e r a l  do , the 

ma j o r i t y  of B o a rd members have never t aken advantage of the 

i nv i t a t i on .  Board membe rs ' t rust l ev e l  i n  the Execut i v e  

Di r e c t o r  s ugg e s t s  t o  t hem that h e  wi l l  keep them i n f o rmed a s  

t o  what i s  o c c u r r i ng and what they mus t know and do . 

A l t hough B o a rd members recogni z e  p l anning as an 

imp o r t ant r es p ons i bi l i t y  of the Board , they do not s e e  

eva l ua t i on as d i s t inct l y  f i t t i ng i n t o  a p l anni ng/ p rog ram 
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imp l ement a t i on/ eva l ua t i on c y c l e .  V e r y  l i t t l e  eva l ua t i on by 

the board t akes p l a c e  f o r e i t he r  p r og r ams or g oa l s  s e t  f o r  

t h e  o r g ani z a t i on .  

The B o a r d  s t r i v e s  f o r  d i v e rs i t y  i n  i t s membership based 

on r a c e , g ende r , and p r o f e s s i ona l sk i l l s and s ees thi s 

d i v e r s i t y  i n  B o a rd membership as a ma j o r  measure o f  i t s  

success . T o  a c c omp l i s h  d i v e r s i t y  the Board dev e l oped a 

quota s y s t em f o r  Board membership that c a l l s  f o r  spec i f i c  

rat i os based o n  race and g ende r . The Execut i v e  Di r e c t o r  i s  

one o f  the s t rong e s t  advocat es f or this  d i v e r s i t y  and has 

wo rked w i t h  the B o a rd to l oc a t e  and r e c rui t d i v e r s e  Board 

membe r s . 

P o l i c y  i ssues a r e  gener a l l y  b r ought t o  the Board by the 

E x ecut i v e  Di r e c t o r  and other s t a f f . A l though board members 

c an r a i s e  ques t i ons o r  i s sues at Board mee t i ngs , there i s  a 

r e l uc t ance t o  do s o  on the part  o f  s ome Board members f o r  

v a r i ous reas ons ( not  wan t i ng t o  app e a r  s tup i d ,  n o t  wan t i ng 

t o  g o  past  the meet ing s chedul ed t ime , not want ing the 

E x ecut i v e  Di r e c t o r  t o  t hi nk he i s  not t rus t ed ) . On the 

who l e ,  the B o a rd be l i eves that the Execut i v e  Di r e c t o r  and 

the s t a f f  a r e  bet t e r  i n f o rmed about the i s sues a f f e c t i ng the 

o r g an i z a t i on and , t he r e f o r e , f e e l  assured that the s t a f f  

wi l l  b r i ng t h e  r e l evant i n f o rmati on t o  t h e  Board . The 

dec i s i on making p r o c e s s  o f  t he Board appears to work we l l  

f or the B o a r d  and s t a f f . I t  i s  g ene r a l l y  s e en as e f f e c t i v e  

and a l l ow i ng f o r  enough t ime t o  s t udy i s sues wi thin the 

c ommi t t e e  s t ructure p r i o r  to f u l l B o a rd deci s i on making . 
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C .  L I NKAGES/RELAT I ONSH I P S :  The i n t e rpersonal  r e l at i onships 

that e x i s t  between and among t he r epr e s en t a t i ves o f  

t h e  o rgan i z a t i on and c ommuni ty groups . 

B o a r d/s t a f f  re l at i onships 

The B o a r d  members appear t o  app re c i a t e  t he p r o f e s s i onal  

behav i o r  and s ki l l s  they see i n  the s t af f . Board members 

and s e n i o r  s t a f f  a r e  f ami l i a r  w i th each other and use f i rs t  

names when i n  d i s c us s i on .  O r i ent a t i on and t ra i ni ng f o r new 

B o a r d  members takes p l a c e  f o rma l l y  and i n f o rma l l y  and o f t en 

i nv o l v e s  s t af f . The annua l Board/ s t a f f  i ns t i t ut e  i s  one 

such f o rma l t r a i ni ng s e s s i on t hat has manda t o r y  a t t endance 

r equi r ement s  f o r a l l s t a f f . ( The I n s t i tute  i s  not 

manda t o r y  f o r  Board members . )  S t a f f a l ways appear to t ake 

t he i r  l ead f r om the Execut i v e  Di r e c t o r  when they address 

t he B o a r d  and he genera l l y approves the i r  f o rma l 

p r e s en t a t i ons t o  the B o a rd . 

B o a rd members und e r s t and admi n i s t r a t i v e  f unc t i ons of 

t he Execu t i v e  Di r e c t o r  and do not try to d i r ect  him on 

a dmi n i s t ra t i v e mat t e r s . The Execut i v e Di r e c t o r , on the 

other hand , does f e e l  t hat  " the repo r t i ng back 

r e s p ons i b i l i t i es have become a l i t t l e  mo re p r onounced , "  

when r e f e r r ing t o  hi s r e l at i onship w i t h  the Board . " I  

t h i nk [ t he Ex ecut i v e  D i r ec t o r ]  i s  v e r y  good about inv o l v i ng 

t h e  B o a r d , but he doesn ' t  come t o  t he Board wi t hout c l ear 

i deas o f  what needs t o  be done . "  ( St ev e  P enn ) 

G i v en the high t rus t l ev e l  between the Board and the 

Execut i v e  Di r e c t o r , there s t i l l  e x i s t s  s ome c oncern on the 
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p a r t  o f  B o a rd members as t o  S t ev e  King ' s  i nabi l i t y  t o  g i v e  

u p  c on t r o l . W i t h  r e f e r ence t o  pressure f r om the Board t o  

hi r e  a n  as s i s t ant , P e t e  Smi th s a i d ,  " I t  t o ok [ S t eve ) two o r  

t h r e e  y e a r s  t o  f i nd anybody that sui t ed him . " Tom Mays , i n  

speak i ng o f  S t ev e  King , s a i d ,  "We s a i d  j oking l y  when we 

gave [ hi m )  a n i c e  r a i s e  that it was c ont i ng ent on his 

hi r ing an a s s i s t ant . He hi red [ t he a s s i s t ant ) . "  

S o c i a l i z a t i on o f  Board members 

B o a rd members c ons i s t ent l y  s t a t e  that the y  en j o y  the 

d i ve r s i t y  o f  the i r  membershi p , not on l y  f o r  the di f f e r ent 

p e r s p e c t i ves that c an be shared , but , as Candy S i l ve r  

sugges t e d , t h e y  mi ght n o t  meet these peop l e  i n  any other 

s e t t ings : " I t ' s  been a r e a l l y  good avenue . . . .  the 

opp o r t un i t y  to meet such a c r o s s  s e c t i on o f  the communi t y . "  

B o a r d  members appear t o  en j o y  each other ' s  c ompany and 

t end t o  s o ci a l i z e whi l e  eat i ng l unch p r i o r  t o  the o f f i c i a l  

s t a r t  o f  mee t i ngs . Annua l l y ,  the Cha i rman o f  the Board has 

a d i nn e r  meet ing f o r  the B o a rd and s t a f f  in hi s home or at 

a sma l l r e s t aurant . This past year the Board Cha i rman and 

another  B o a r d  o f f i ce r  co ok ed and s e rv ed dinner to the f u l l 

Board and s eni o r  s t a f f  in the Chai rman ' s  home . The 

ma j o r i t y  of the Board and s eni o r  s t a f f were  in a t t endance 

and appeared to be r e l axed and en j oyed the s o c i a l i z a t i on .  

S ome B o a rd members exp r e s s  the des i r e t o  get  t o  know 

other  board members on a mo r e  s o c i a l  bas i s , " I  mean i t  

wou l d b e  n i c e  i f  w e  cou l d get  t o  know each other a l i t t l e  

mo r e  . . . .  " ( J une B l o om ) , whi l e  others thi nk i t  mi ght be a 
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g o od i dea but i t  i s  imp r a c t i c a l , " I  don ' t  know i f  eve rybody 

w ou l d have t ime f o r  a l ot of s o c i a l  t ime . "  ( Pat  Whi t e )  on 

the who l e ,  B o a rd members en j o y t he l imi t ed s o c i a l i z a t i on 

t ha t  o c curs a t  mee t i ngs or  p l anned Board events but do not 

e x t end thems e l ves to meet at  other t imes . 

P o l i t i cs 

Po l i t i ca l  i n t e r a c t i ons on beha l f  o f  Chi l dren ' s  

As s o c i a t i on w i t h  e x t e rna l o rgani z a t i ons a r e  o f t en hand l ed 

by the Chai rman and the Execut i v e  Di r e c t o r  t ogethe r . 

P o l i t i c a l  i s sues inv o l v i ng pub l i c  o r  p r i vate organi z a t i ons 

a r e  d i s cus s ed on a one - t o - one bas i s  w i t h  members of the 

B o a rd who ma y have s p e c i f i c  know l edge that wi l l  be he l p ful  

to  the E x ecut i v e  Di r ec t o r  or  the E x ecut i v e  Di r e c t o r  and the 

Chai rman . B o a rd members a r e  asked t o  get inv o l ved w i t h  

p o l i t i ca l  i s sues as approp r i a t e  and needed and i t  i s  not 

unusua l t ha t  they agree and a r e  abl e t o  be e f f ec t i v e in the 

s i t ua t i on . 

Re f l e c t i ng on an agency that Chi l d r en ' s  As soci at i on 

works wi t h , Sunny L i nk comments , "Unf o r t unat e l y ,  there ' s  an 

awf u l  l ot o f  po l i t i cs p l ayed w i thin the c i t y . The Hous ing 

Autho r i t y  is one o f  t he a r eas whe re the po l i t i cs have 

g ot t en t o  be  f a i r l y  s t eep . "  

I nt e rna l t o  the Board , po l i t i cs do not appea r  t o  p l a y a 

ma j o r  f a c t o r  a t  B o a r d  mee t i ngs o r  i n  d ec i s i on maki ng , but 

po l i t i cs a r e  c ons i de red when making de c i s i ons about Board 

members ( e . g . , a t t endanc e po l i c y , nomi n a t i ons o f  o f f i c e r s ) ,  

pub l i c  r e l a t i ons , and image o f  the o rgani z a t i on . The re i s  
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s ome recogn i t i on o f  the imp o r t ance o f  t he po l i t i cs o f  the 

Board by a f ew board membe r s : J ohn S t a r , who is 

p a r t i cu l a r l y  a s t u t e  i n  po l i t i cs , says , "At s ome point . . .  we 

hav e  to def i ne that advo c acy , v e r y  t a c t f u l l y ,  v e r y  

apo l i t i c a l l y ,  i f  there i s  such a thing , but we do . "  The 

po l i t i c a l  phi l os ophy that  t he cur r ent Board Cha i rman , Tom 

Mays , has i s  one o f  mode r at i on ( " don ' t  r o ck t he boa t " ) ,  

whi ch i s  s h a r ed by the E x e cut i v e  Di r e c t o r  and was r e f l e c t ed 

i n  many o f  the d e c i s i ons made during the cur r ent year . 

( S ee S t . J ames ' Hosp i t a l  Cat egor y , p .  1 40 . )  I n  the S t . 

J ames ' s c ena r i o  the Chai rman and the Ex ecut i v e  Di r e c t o r  

d e c i ded not t o  r eve a l  t o  t h e  Board the depths of p e r s onne l  

and cont r a c t ua l  conce rns the o rgani z a t i on was f a c ing . They 

d i d  so i n  a manner t hat  sugg es t ed they wi shed to she l t e r 

the board f r om unp l easant expe r i ences and " put the 

Ass oc i a t i on ' s  best f ac e  f o rward . "  

Compa r i s ons and cont r a s t s  w i t h  other o rgani z a t i ons 

B o a rd members men t i oned other o rgani z a t i ons by way o f  

c omp a r i s ons and / o r  c ont r as t s  wi th t h i s  organi z a t i on and i t s 

B o a r d . Many o f  the e x p r e s s ed con t r a s t i ng f e e l i ngs he l ped 

c l a r i f y  f e e l ings about Chi l dr en ' s  As s o c i a t i on : 

" I ' m  an economi cs ma j o r  and I t end t o  s t a y in that 

a r ena . . . .  And that c an be very c o l d  and unf e e l ing and the 

p e op l e  t y p i ca l l y  who s e rv e  on those boa rds , they have the 

b r a i n s  and t he sma r t s , but many t imes , the c ompass i on i s  

not t h e r e . "  ( J ean Go l d )  
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" I ' ve been on [ othe r ] boa rds whe re i t ' s  a l most l i ke I 

coul d have been r obo t i c ,  admi ni s t r at i on s o r t  o f  comes in 

and says , ' t hi s i s  what we ' re doing . ' I t  s t a r t l es peop l e  

when t h e r e  i s  a ques t i on ,  y ou know , ' oh ,  that wasn ' t  i n  the 

s c r i p t . ' "  ( J ohn S t a r ) 

" I t  was mo r e  o f  a s o ci a l  g r oup . . . .  I t  was a l i t t l e  b i t  

f rus t rat ing becaus e t h e r e  wasn ' t  t o o  much g o ing on . "  ( Ma r y  

Stua r t ) 

"The d i r ec t o r  o f  the [ XXX ] Museum has mov ed mountains , 

a g r ea t  p e r s on , a v i s i on a r y , v e r y  sma r t . Knows how t o  

kowtow t o  t h e  board w i t h  d i gni t y  and l oves what h e  does . "  

( J oan R i v e r ) 

As previ ous l y  s t a t ed , 2 0  o f  the 2 7  Board members had 

p r e v i ous board experi ences r anging f r om one other board 

e xp e r i ence to e i ght other board experi ences . Thos e wi thout 

o t h e r  board e x p e r i ences had s ome know l edge of other 

o rg ani z a t i ons t h r ough PTA ' s ,  church g r oups and c l ubs . I n  

comp a r i s on , mos t  Board members thought thi s  o rgani z a t i on 

c omp a r ed w e l l t o  other  organi z a t i ons and thei r boards 

though two B o a rd members w e r e  c l e a r l y  more commi t t ed to 

other n onp r o f i t  organi z a t i ons and thei r compa ri s ons 

r e f l e c t ed that commi tment . 

The Chai rman and one other o f f i c e r  o f  thi s Board s t at ed 

that they gave up a l l other boa rds when they became 

o f f i c e r s  on thi s B o a rd . I t  i s  i n t e r e s t i ng t o  n o t e  that 

s e v e r a l  B o a rd members who s a i d  Chi l dr en ' s  As s o c i a t i on was 
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the best  o rgani z a t i on they had s e rved on c ompared t o  other 

organi z at i ons are not  cons i de r ed act i ve on this  Board . 

Summary Ana l ys i s  

This Board has many l i nkages t o  the l a rger  commun i t y . 

Twen t y  o f  the 2 7  Board members have s e rved on other boa rds . 

The Board and s t a f f hav e a f r i endl y ,  c o l l eague 

r e l a t i onshi p , w i t h j oint t r ain ing conducted at an annual  

B o a rd / s t a f f  i ns t i tute  as w e l l as other opportuni t i es whe re 

B o a r d  and s t a f f  i n t e r a c t . 

The E x ecut i ve Di r e c t o r  i s  a l ways p r e s ent at Board and 

Commi t t e e  meet i ngs whi l e  s ome other seni o r  s t a f f a r e  

p r e s ent a t  B o a r d  or  Commi t t ee meet i ngs i n t e rmi t t ent l y  t o  

r e po r t  on the i r  a r eas o f  expe r t i s e . The E x e c u t i v e  Di r e c t o r  

manages the admini s t ra t i ve f un c t i ons o f  t h e  agency and has 

c omp l e t e  c ont r o l  over  a l l s t a f f p e r s onne l  ma t t e rs un l ess 

there are emp l oyee g r i evances , i n  whi ch cas e , the r e  is a 

s t anda rd i z ed p r ocedure that i s  f o l l owed w i t h a Commi t t e e  of 

the Board s e rv i ng as f i na l autho r i t y . 

The c u r r ent Chai rman o f  the Board recogni z es and i s  

s ens i t i v e  t o  the f ac t  that the Execut i v e  Di r e c t o r  p l ays a 

" f ather f i gure"  ro l e  f o r  many s t a f f . The Executive 

D i r e c t o r  a l s o assumes a r o l e o f  nur t u r e r  t o  vari ous Board 

memb e r s  p r o v i d i ng l ot s  o f  spec i a l  a t t ent i on t o  ind i v i dua l 

B o a r d  members . 

The Board s o c i a l i z es t o  s ome e x t ent and appears t o  

en j oy those  a c t i v i t i es when they a r e  l imi t ed each year  t o  a 

f ew evening e v ent s and l unch me et i ngs . Severa l B o a rd 
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members s t a t ed that they p a r t i cu l a r l y  en j oyed mee t i ng the 

d i v e r s i t y  of peop l e  who s e rved on this  board . 

B o a rd members do not f ee l  that there a r e  negat i v e  

p o l i t i cs wi thin the Board but r e c ogni z e  s ome o f  the 

po l i t i cs i n v o l ved wi th e x t e rna l g r oups and are wi l l ing to 

i nt e r c ed e  w i t h  those that they a r e  f ami l i a r  w i t h  i f  asked 

by the Chai rman and/ o r  the Execut i v e  Di r e ct o r . 

C on f r ont at i on i s  not  a s t y l e  that the Chai rman o r  the 

E x ecut i ve Di r e c t o r  o f t en us e and consequent l y  there i s  a 

g r eat dea l o f  qui t e  negot i a t i ons that occur rather than 

add r es s i ng c ont rove rs i a l  i s sues at f u l l Commi t t e e  or Board 

mee t i ngs . 

I n  c omp a r i s on t o  o t her nonp r o f i t  o rgani z at i ons w i t h  

whi ch t h e  B o a rd memb e r s  a r e  f ami l i ar , t h e y  see thi s  

o rgani z a t i on and i t s  B o a r d  i n  a v e r y  pos i t i v e  and a c t i v e  

l i ght . S ome o f  the pos i t i ve comp a r i s ons expressed by thi s  

B o a r d  as c ompared t o  nega t i v e  experi ences w i t h  other boards 

a r e  f ee l ing vs . un f e e l i ng ; he l ping peop l e  vs . not hel pi ng 

p e op l e ;  E x e cut i ve c a l l i ng Board members vs . no phone cal l s  

f r om p a i d  s t a f f ; f e e l ing o f  a l l egiance vs . f e e l ing o f  non

a l l eg i ance ; human vs . robot i c ;  asking ques t i ons vs . not 

a s k i ng ques t i ons ; l ot g o i ng on vs . not much going on ; and 

mak i ng a d i f f e r ence vs . not making a di f f e r ence . 



D .  PH I LOSOPHY : What Board members be l i eve and underst and 

genera l ly through chi e f ly specul a t i ve means that 

r e f l ec t  thei r v a l ues 

M i s s i on 
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Thi s B o a r d  und e r s t ands t h e  cur r ent mi s s i on of the 

o rg an i z a t i on and is revi ewing it i n  r e l at i on t o  future 

p l anni ng . Thi s does not  mean a l l Board members agr e e ; s ome 

B o a r d  members expressed a concern that the organi z a t i on may 

be t ak i ng on mo r e  responsibi l i t y  than i t  shoul d in regard t o  

t h e  c u r r ent mi s s i on : 

Mary Stua r t  acknow l edged the imp o r t ance of annua l 

r ev i ew o f  the organi z a t i on ' s  mi s s i on , " I  do f e e l  that the 

mi s s i on s t a t ement does need to be revi ewed annua l l y ,  

p r obab l y t o  s e e  i f  they a r e  e f f e c t i v e  s t i l l  and t o  s e e  how 

the needs of the org ani z at i on a r e  being s e rved by that 

mi s s i on s t a t ement . "  

Dav i d  G r e en points  t o  the mi s s i on i n  r e f l e c t i ng on 

g r ow t h  of the o r g ani z a t i on , " I  don ' t  be l i eve i t  [ Chi l dren ' s  

As s o c i a t i on ]  g o t  away f r om the mi s s i on o f  c a r i ng f or 

chi l d ren , but they added s omething t o  the mi s s i on and that 

was a g r owth e l ement - - that p r o j ec t ed the As s o ci a t i on int o a 

di f f e rent k i nd o f  o rgani z a t i on . . . .  [ As an e x amp l e ,  the d rug 

p r o b l em ] i s  that s omething we shou l d  t ake on? " 

Sunny L i nk sees the mi s s i on as being f u l l y  met , " The 

o r i g ina l concept of the day c a r e  c ent e r  f o r  l ow t o  l ow 

mi dd l e  income t yp e  f ami l i es  i s  whe re we ' l l s t a y . "  
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The oppos i t e perspect i v e  i s  expressed b y  ano ther Board 

memb e r , Mary S t ua r t : 

" I  think the f a c t  t hat they ' r e not s t agnant and 

s a t i s f i ed t o  j us t  have a n i c e  day c a r e  c ent e r  f o r chi l dr en 

i n  the p r o j ec t s - - !  think that they ' r e a l ways t r yi ng t o  

imp r o v e  and do mo re o r  t o  l o ok at thi ngs i n  a d i f f e r ent way 

and cha l l enge t hems e l ves , I thi nk makes i t  e f f ec t i v e . "  

Thes e  d i f f e r ent v i ewpoints r e f l e c t  the s t rugg l e  among 

the B o a r d  on the i s sue o f  g r owth vs . no g r owth . I t  i s  

i n t e r es t ing t o  n o t e  that a l l Board members use the mi s s i on 

as a s p r i ngboard f o r  thei r r at i ona l e ,  but gener a l l y  

unders t and that the Board r e p r es ents the " guardi ans o f  the 

mi s s i on . " 

Fut ure needs 

S ome o l der  Board members want the o rgani z a t i on to s t a y  

as i t  i s  and imp r ove i t s e x i s t i ng s e r v i ces t o  t h e  c l i ents i t  

c u r r ent l y  s e rves , whi l e  others a r e  mo r e  v i s i onary thinkers 

and l o ok t oward the o rgani z at i on ' s  p o t ent i a l  wi th hi gh hopes 

that it wi l l  expand i t s r o l e  i n  the c ommun i t y  and s erve as a 

f ac i l i t a t o r  f o r  a l l  communi t y  s e rvi ces as w e l l as an 

adv o c a t e  f o r the c ommun i t y . " I  thi nk that there a r e  

opp o r t uni t i es f o r  [ Chi l d r en ' s  As s o c i at i on ]  t o  d o  g o o d  i n  

o t h e r  a r eas . "  ( Rose G r een ) "What we ' r e l o oki ng at i s  how can 

we make thi s  agency mo re respons i v e  to the r e a l  needs . . . .  " 

( St e v e  King ) "We r ea l l y  d o  have t o  address what [ Chi l d r en ' s  

Ass o c i a t i on ' s ]  r o l e  i s  g o i ng t o  be i n  adv ocacy - - t hat i s  f o r 

chi l dr en , and f or the s o c i a l  i l l s  that we  s e e  every day and 
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that sp i l l  over int o our c l i ents , a l ot o f  peop l e  we  s e rve 

and t he i r  f ami l i es . "  ( J ohn S t a r )  

Phi l os ophy o f  Boards 

The r e  is a r e c ogni t i on on t he p a r t  of Board members 

t hat  there are d i f f e r ent t ypes o f  boards and di f f e r ent t ypes 

of p e op l e  who s e rv e  as board membe rs . The r espons es in t h i s  

s ubc a t eg o r y  r e f l e c t  s ome o f  t h e  p r i d e  t h a t  Board members 

e xp r e s s ed about t hi s  Board . Barbara J ones e x p l ai ned , "What 

we d e c i ded was t hat  we  d i dn ' t  need peop l e  on t he Board that 

w e r e  t h e r e  f o r a name and wou l d never come to a mee t i ng . "  

The c u r r ent Board Chai rman d e f i ned di f f e r ent t ypes of 

boards , " I t  b r e aks down to wo rking boards and high p r o f i l e  

boa rds , each has i t ' s  p l a c e  a t  di f f e r ent t imes and p l a c es . 

Ours i s  a working board . "  

F r om an a c t i v e  Board member , J im Cohen , who ref l e c t ed 

on o t h e r  boa rds : " I t  doesn ' t  make sense t o  s i t  on the Board 

i f  you don ' t  know anything about i t . Y ou ' r e just 

r e a l l y  . . .  f ul f i l l i ng that t erm o f  ' rubber s t amping ' if  you 

don ' t  know anyt hing . . .  and that ' s  what mos t boards s eem t o  be 

l i k e . "  

B i l l  B r own , a bus iness p e r s on on the Board , expressed 

the f rus t ra t i on o f  s e r v i ng on a nonp r o f i t  board that has 

d i v e r s i t y  o f  t hought s and ac t i ons : " [ Y ] ou ' r e not i n  charge . 

You ' ve g o t  t o  bend and move wi th how the g r oup f ee l s  and 

y ou ' v e g o t  t o  t ake a p os i t i on that y ou ' re there f or the 

bet t e rment o f  t he thi ng regard l ess o f  what s t up i d  deci s i on 

t ha t  t hey make . "  
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S t e v e  King , the E x e cu t i v e  Di rec t o r , phi l osophi ca l l y  

sees  the Board a s  an imp o r t ant and i nt eg r a l part  o f  the 

o rgani z a t i on and i dent i f i es his  part i n  working w i t h  the 

B o a r d  as " I  k i nd o f  guide the Board thr ough the who l e 

p r o c e s s . "  King f urther be l i eves that he can enab l e  the 

Board memb e r s  t o  make g o od cho i ces thr ough his  gui dance and 

by p r o v i d i ng s t ructure and di r e c t i on f o r  the Board . 

Phi l os ophy on Chi l dr en 

S ev e r a l  Board members have speci f i ca l l y  chosen t o  s e rve 

on a board that p r o v i des s e rv i ces t o  chi l d ren , whi l e  others 

on thi s Board admi t that o rgani z at i ons that s e rve chi l dr en 

a r e  not  f ashi onab l e o r  popu l a r . Many Board members do not 

ment i on chi l d r en at a l l ,  e i ther as a r e a s on f o r j o ini ng the 

board o r  s t a y i ng on thi s Board . Others r e f l e c t  a deep 

c ommi tment to he l p i ng chi l d ren : 

"There i s  not g r e a t e r  p r i o r i t y  than being inv o l ved w i t h  

chi l dr en . "  ( J ohn S t a r ) 

" I f  you don ' t  do i t , y ou ' re l et t ing s omebody down . "  

( J im Cohen ) 

"But when k i ds a r e  i nv o l ved , I wi l l  do what I c an f o r 

them . " ( B ob Simon ) 

" [ As a r o l e  mode l ] my success i n  being abl e t o  make a 

di f f e r enc e wou l d  have mo re impac t  on y oung e r  k i ds . "  ( J ack 

S t r ong ) 

"H e l p i ng chi l d r en out o f  t he p r o j ec t s , I c a l l i t  l ess 

f o r t unate  and that was a l l I needed t o  know . "  ( Ba rbara 

J ones ) 



Seve r a l  b l ack men on the Board d i s cussed a persona l 

phi l os ophy o f  imp r ov i ng chi l dr en ' s  l i ves and s e rv i ng as a 

r o l e  mode l . Other Board members d i s cussed i ssues of 

imp r o v i ng qua l i t y o f  l i f e  but not as di r e c t l y  r e l a t ed to 

chi l dren . 

Phi l os ophy on L i f e  
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The r e  w e r e  many p l at i tudes and genera l i z a t i ons o f f e r ed 

by B o a r d  members at f i rs t  that appeared t o  g i v e  l i p s e r v i c e  

t o  p e r s ona l phi l os oph i es o f  " d o i ng g o o d  work , "  but p r obing 

l ed to s ome s p e c i f i c  and thought f u l  responses : 

R o s e  G r e en s a i d ,  "My g o a l  i s  t o  get  peop l e working who 

c an work . I hate the concept o f  peop l e  being on we l f a r e  i f  

they don ' t  have t o  be . "  

P e t e  Smi th r e f l e c t ed , "We ' ve g o t t en a new kind o f  

s l a v e r y  just about : thi rd gener a t i on o n  we l f a r e . The r e ' s  no 

s t i gma a t t a ched t o  it . . . .  We a l l have t o  take respons ibi l i ty  

for  f ami l y  and nei ghbo rhood and chur ch conce rns for  the l ess 

f o r tuna t e  and we have t o  do s omethi ng t o  he l p . "  

And J o hn S t a r  quot ed f rom Ma r t i n  Luther King , " I ' m  

r eminded o f  what Dr . King s a i d  about the Gospe l .  ' Any 

r e l i g i on that p r o f e s s es t o  be c once rned wi th s omeone ' s  s ou l  

but yet  i gn o r es the s o c i a l  and ec onomi c things that opp ress 

t hem is mo r i bund . '  And I think that the s ame thing ' s  t rue 

about any p r o g r am . " 

Phi l os ophy o f  How t o  Govern 

Gen e r a l  a g r e ement e x i s t s on the Board that the Board 

shou l d s e t  po l i cy f o r  the o rgani z a t i on , be conc e rned w i t h  
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t h e  f ut u r e  o f  the organi z a t i on ,  s e rve a s  advocates f o r  the 

o rgani z a t i on and assure that the organi z a t i on op e r a t es in a 

f i s c a l l y  s ound and respons i b l e manne r .  The re i s  a l s o s ome 

r e c ogni t i on f r om s evera l Board members of the Board ' s  r o l e 

i n  s upe r v i s i ng and mon i t o r i ng the E xecut i v e  Di rector . 

S ev e r a l  c o r p o r a t e  B o a rd members b e l i ev e  there may be 

bene f i t s i n  running the o rgani z a t i on mo re l i ke a c o rporat i on 

and s eeking p r o f i t  c ent ers f o r g r ea t e r  f i s c a l  s t abi l i t y . 

Fina l l y ,  there  i s  a word o f  c oncern f r om a ina c t i v e  Board 

membe r ,  J ean G o l d ,  " I  think any organi z a t i on ,  nonp r o f i t  or  

be it  a gove rnment l o ca l i t y , I think it  has t o  be run l i ke a 

bus iness  and a bus iness c l ea r l y  needs a ma rketing p l an o r  a 

mi s s i on and i t  needs t o  s t i c k t o  that and not a t t emp t t o  be 

a J a c k  of a l l t rades . "  

P e t e  Smi th s e ems t o  agree when he says , " I f  we cou l d  

r un thi s a s  a p r o f i t  making o rgani z a t i on there wou l dn ' t  be 

any p r ob l em ,  but it i sn ' t . "  

Bob Simon , who had his  membership revi ewed by the 

N omi na t i ng Commi t t e e becaus e o f  l ack o f  a t t endance and 

u l t ima t e l y  was asked to c ons i de r  resi gning s a i d , "Mos t  

boards a r e  s t ructured i n  t h a t  t h e  ul t imat e  autho r i t y  i s  w i t h  

the board . So t hat the board i s  i n  charge or  shou l d  be and 

again , the r e a l  w o r l d  t e l l s  us that because of turnove r  

t h e r e  a r e  c e r t a i n  thi ngs that t h e  Execut i ve Di r e c t o r  mus t do 

t o  k e ep the car on cours e ,  but t he E xecut i v e  Di r e c t o r  has t o  

r ea l i z e  t h a t  t h e  ul t ima t e  autho r i t y  i s  s t i l l  w i t h  t h e  Board 
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and i f  y o u  get  i t  the o t h e r  w a y  a r ound , there ' s  a dange r  f o r  

both , gener a l l y . "  

Another  B o a rd membe r ,  Candy S i l v e r , wi th a di f f e r ent 

v i ew sugg es t s , " . . .  a board shou l d  be uti l i z ed in an adv i s o r y  

capac i t y , not necess a r i l y  a doing capaci t y . "  

Thi s B o a rd i s  aware that they have the respons ibi l i t y  

t o  govern , but how t h e y  i n t e r p r e t  g ov e rnance i n  l i ght o f  a 

s t r ong E x ecut i v e  Di r e c t o r  di f f e rs among the Board 

membe r s hi p . S ome l es s  a c t i v e  Board members appear resent f u l  

o f  the Execut i ve Di r e c t o r ' s  ro l e  i n  mon i t o r i ng the i r  

a t t endanc e . Others appear t o  have " b l ind f a i th" i n  the 

Execut i v e  Di r e c t o r  and wish t o  s e rve as adv i s ors onl y .  

Commi tment t o  the Organi z a t i on 

The r e  appea r s  t o  be a s t r ong commi tment t o  the 

o r g an i z at i on on the part  o f  mos t  members o f  the Board . That 

c ommi tment is demons t ra t ed by comments rang ing f rom " I  l ov e  

t h a t  o r g an i z a t i on" f r om Bi l l  B r own a B o a rd member who 

c omp l a i ns about other  Board members not doing enough t o  

" Thi s o rgani z at i on i s  m y  f i rs t  l ov e , "  f r om J ohn S t a r  a board 

memb e r  who s i t s on nume rous p r es t i gi ous boa rds inc l uding a 

ma j o r  uni v e r s i t y  board o f  v i s i t o rs , t o  a s i ng l e ma l e  Board 

memb e r  Dan March ' s  " I  wi l l  l eave part o f  es t a t e  in my wi l l  

t o  [ t he o rgani z a t i on ] . "  

steve P enn says , "Everyone on the B o a rd that I know has 

a v e r y  pos i t i v e  f e e l i ng about the As s o c i a t i on and t a l ks 

about the A s s o c i a t i on i n  a posi t i v e  manner and I t hi nk 

that ' s  g o od . "  
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Ruth Mann , a Board member who i s  a p a r ent 

r ep r e s entat i v e , s a ys , " I f  the o rgani z at i on wasn ' t  here , i t  

wou l d  b e  w o r s e  o f f  a r ound here than i t  i s  now . I t ' s  bad 

out h e r e  now , but thi s i s  the p l a c e  whe re the k i ds can come 

and s i t  down and t a l k . "  

Gi v en the f a c t  that most o f  thes e Board members d i d  not 

have p r i o r  know l edge of the o rgani z a t i on , the high l eve l s  of 

c ommi tment are imp o r t ant to note and c ons i d e r . Thi s s t r ong 

s ense of c ommi tment may be a t t r i buted , i n  part , to the 

f orma l and i n f o rma l educat i on Board members t ake part i n , 

the s ense o f  a c c omp l i s hment they f e e l , t rus t in the s t a f f , 

p r i de i n  the success o f  the o rgani z at i on and the rea l i t y  o f  

shared conce rns that t h e  d i v e rs i t y  o n  t h e  B o a r d  has brought . 

B e y ond those  a r eas the nurturing natur e o f  St eve King , the 

E xecut i v e  Di r e c t o r , t oward the Board p rovi des c ons t ant 

r e i n f o r c ement f o r  Board members who a r e  i nv o l ved and act i ve . 

S t e v e  King has the intui t i on t o  s ense when Board members 

need s ome new cha l l eng e and o f f er s  it  in a s ens i t i v e , 

suppo r t i v e  mann e r . 

B o a r d  Membership 

The r e  i s  s ome d i f f e r ent f e e l ing on the part  of Board 

memb e r s  wi th r e f e rence t o  Board a t t endance . S ome suggest 

that a l l Board members shou l d be a c t i v e  and a t t end the 

ma j o r i t y  o f  B o a rd mee t i ngs vs . the oppo s i ng f e e l i ng 

e x p r e s s ed that s ome B o a rd members c an "do other things" that 

me et the o rgani z a t i on ' s  needs . At t imes , d i f f e rent messages 

a r e  g i v en to di f f e r ent Board members . .  I f  a Board member i s  
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s een a s  uni n t e r es t ed and indi f f e rent , he or  she may b e  asked 

to cons i d e r  r e s i gning bec aus e o f  poor a t t endanc e ;  i f  he/she 

i s  s een as i n t e r e s t ed and va l uab l e t o  the organi z a t i on , 

he/ she may be t o l d  n o t  t o  be c onc e rned wi th absences at  

me e t ings . A r e l a t i v e l y  new Board membe r ,  Barbara J ones , 

sugg e s t s  a mi dd l e g r ound , "Board compos i t i on i s  one of two 

t hi ngs - - peop l e  who have i n f l uence and peop l e  who do things - 

and I think y ou need a good mi x . "  Thi s i s , i n  f a c t , what i s  

p r a c t i ced b y  t he B o a rd and Execut i v e  D i r e ct o r . 

Summa ry Ana l ys i s  

Thi s Board genera l l y unders t ands and i s  c ommi t t ed t o  

t h e  mi s s i on o f  t he organi z a t i on , expresses concern and 

r espons i bi l i t y  about the chi l dr en who a r e  s e rved by the 

o rgani z a t i on ,  f e e l  a s t r ong s ense of p r i d e  in being on t h i s  

B o a r d , r e c ogni z e  that t h i s  Board i s  we l l  run and s t ab l e ,  and 

f e e l  t ha t  the Execut i v e  Di r e c t o r  does a g reat dea l o f  

p l ann i ng a n d  work o n  beha l f  o f  t h e  B o a rd . B o a rd members 

be l i ev e  i n  the s t reng t h  o f  d i v e rs i t y  o f  Board membershi p as 

a g r ea t  bene f i t  to the B o a rd and the organi z at i on . Sev e r a l  

B o a r d  members i n f e r  t h a t  by s e rv i ng o n  t h i s  board t h e y  a r e  

mee t i ng a r e l i g i ous as w e l l as s o c i a l  respons ibi l i t y  o f  

h e l p i ng o t her peop l e  ( " he l p i ng the l es s  f o r t unat e " ) .  

E .  ORGAN I ZAT I ONAL ACT I V I T I ES AND EXPER I ENCES 

During t he past  y e a r  there were  two ma j o r  i s s ues that 

the ma j o r i t y of Board members ment i on ed as mos t s i gn i f i cant : 

they w e r e  t he st . J ames Hospi t a l  con t r a c t  i nc i dent and the 

dev e l opment o f  t he A I DS po l i cy . These two subca t e go r i es 



wi l l  be d i s cussed i n  detai l l a t e r  i n  thi s  s e c t i on . They 

s e rv e  a s  e x amp l es o f  Board f uncti oning i n  speci f i c  

s i t uat i ons . Other subc a t e g o r i e s  f r om this  category  wi l l  

b e  ana l y z ed s ep a r a t e l y as they can be mo r e  e f f ec t i ve l y 

i n t e g r a t e d  i n t o  other ana l ys es . 

St . J ames Hospi t a l  

1 4 0 

not 

The Chi l d r en ' s  Assoc i a t i on had been app roached to app l y  

f o r  a c ont ract  t o  s t a r t  a day care f a c i l i t y  i n  this ma j o r  

hosp i t a l  i n  the ci t y . The r e  were  s ev e r a l  o t h e r  app l i cants 

f o r  the c ont ract . The de c i s i on t o  app l y  f o r  the cont ract  

was made by the E x e cut i v e  Commi t t ee o f  the Board w i t h  the 

adv i c e  and encouragement o f  the Execut i v e  Di r e c t o r . The 

B o a r d  was i n f o rmed o f  the opp o r tuni t y  f o r  the c ontract  and 

was a s k ed to v o t e  on end o r s i ng the p r oposed expans i on of 

agency s e rv i c es whi ch they d i d  unanimous l y .  

The Chi l dr en ' s  As s o c i at i on was g rant ed the cont ract  and 

p r oc e eded to hi r e  s t a f f and dev e l op a day c a r e  center a t  the 

hosp i t a l . The c on t r a c t  d i d  not work out to  the s a t i s f a c t i on 

o f  the As s o c i a t i on o r  the Hosp i t a l . The Execut i v e  Di r e c t o r  

o f  Chi l d r en ' s  Ass o c i a t i on f e l t  that t h e r e  w a s  confus i on 

about t o  whom the s t a f f  at the hosp i t a l  day c a r e  c ent er was 

r e s p ons i b l e and the l i nes o f  repo r t i ng were  unc l ea r . The 

p e r s on hi red f o r d i r e c t o r  of the hospi t a l ' s  c ent e r  be l i eved 

she shou l d  report  t o  the hospi t a l  e x ecut i v e  di r e c t o r , whi l e  

the E xe cut i v e  Di r e c t o r  o f  the Chi l dr en ' s  Ass o c i a t i on 

be l i ev ed she shou l d report  t o  him . The re was a l s o unc l ea r  

und e r s t anding o f  the r o l e  o f  the Chi l dr en ' s  Ass oc i a t i on . 
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G oa l s  f o r  t h e  d a y  c a r e  c ent e r  w e r e  di f f e r ent f r om the 

p e r s p e c t i v es o f  the hos p i t a l  and the Chi l dr en ' s  Ass o c i a t i on .  

Confus i on rev o l ved a r ound the c o r e  ques t i on "Was Chi l dr en ' s  

As s o c i a t i on operat i ng the cent e r  f or t he hosp i t a l  o r  was the 

c en t e r  a part o f  Chi l d r en ' s  As s o c i at i on? " Di f f e r ences o f  

opini on c r eat ed p ro b l ems of c ommuni cat i ons and l ack o f  t rust 

between the hosp i t a l  and the Chi l dr en ' s  As s oc i a t i on . Dur ing 

a p e r i od o f  obvi ous c on f l i c t  and s t ress the Chi l dr en ' s  

As s o c i a t i on board was not  kept i n f o rmed as t o  the nature of 

the p r ob l em .  J une B l o om r e f l ect ed , " I  don ' t  even know who 

made the de c i s i on on the Board . . . .  I think they shou l d  have 

d i s cus s ed mo r e  at the me e t i ngs why i t  happened . "  

Sue C o l e ' s  comment s  demons t rated Board membe rs ' 

c on f us i on ,  " I  wasn ' t  r e a l l y  awa r e  o f  what went on there or  

how it  wo rked . They d i dn ' t  have anyt hing in w r i t ing f r om 

St . J ames s ay i n� ' th i s  i s  what we can do f o r  you and thi s i s  

how we o p e r a t e . '  St . J ames c ame t o  them and s a i d  ' wi l l  you 

do this f or us ' and we s a i d  ' f ine ' wi thout any thi ng in 

w r i t i ng up f r ont . I think they l ea rned the i r  l es s on . "  T om 

Mays , Chai rman o f  the As s o c i a t i on ,  and S t ev e  King , the 

E xecut i v e  D i r e c t o r , wo rked t ogether t o  a t t empt t o  deal w i t h 

the p r ob l em .  At one point , when the Di r e c t o r  o f  the 

hosp i t a l  day care c en t e r  was to be f i red and a g r i evance 

h e a r i ng had to be  s chedu l ed ,  the Execut i v e  Commi t t e e  and 

P e r s onne l Commi t t e e  of the Board w e r e  i n f o rmed and i nv o l ved . 

R o s e  G r e en obs erved , " S t . J ames was imp o r t ant t o  me , 

but I ' m a l s o on the E x e cut i v e  Commi t t e e  and that was 
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s omething that t ook up qui te a bi t o f  t ime in the Execut i ve 

C ommi t t e e  me et i ngs but not in the Board mee t i ngs as a who l e  

that I r e c a l l . " 

The exp l ana t i ons f r om Board members of what had 

o c c u r r e d  v a r i ed wi th the amoun t of invo l v ement they had on 

the E x e cut i v e  and P e r s onn e l  Commi t t e es . Pat Whi t e , s omeone 

w i t h  l i t t l e  invo l v ement , exp l ained , "They t r i ed to have a 

day c a r e , a chi l d  dev e l opment c ent e r  over  at the St . James 

H os p i t a l  and that was a b i t  of the p r ob l em w i t h  p e r s onne l 

but that was the bi g i s sue . You know they s et t l ed the i s sue 

and d e c i ded to c l os e  the cent e r  over there . "  Dan Ma rch , a 

B o a r d  memb e r  wi th g r e a t e r  invo l v ement , sugges t ed , "Af t e r  a 

whi l e  I r ea l i z ed i t  wasn ' t  so  much p e r s ona l i t i es as i t  was 

di f f e r ent g oa l s  on the part of Chi l dr en ' s  As s o c i a t i on and 

the hos p i t a l . "  The Chai rman s t a t ed , " t hi s Board operates 

with a concensus and a high degree of t rust . That was 

s t r ange f o r  the St . J ames peop l e . "  

I t  was evi dent that the Board Chai rmen and the 

E x e cut i ve Di r e c t o r  were v e r y  emo t i ona l l y  i nv o l ved in the St . 

J ames conf l i c t  and made a de c i s i on not t o  d i s c l ose f u l l y  the 

d e t a i l s  o f  what had occur r ed . They did this w i t h  the thought 

of p r o t e c t i ng the name and image of the Chi l d r en ' s  

Asso c i a t i on .  Thi s was a dec i s i on o f  the Cha i rman and the 

E xecut i v e  Di r e c t o r , both o f  whom f e l t  a l ot of pain about 

the s i tuat i on and the out come . Many months a f t e r  the 

e x p e r i ence , the Execut i ve Di r e c t o r  s ai d , " I  can ' t  s ep a r a t e  

mys e l f  c omp l e t e l y ,  but I think i n  many w a y s  i t  happened 
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because we f e l t v i o l a t ed , "  and "We l ea rned some things , I 

l ea rned s ome things . I d on ' t  c a r e  how l ong y ou ' v e been in 

the bus i ne s s  and how much you ' re respected , there a r e  s ome 

vul t u r e s  out there  who wi l l  do you i n  and who can do you 

i n . "  R o s e  G r een , a memb e r  o f  the Execut i v e  Commi ttee , 

r ecogni z ed the pain and f rus t ra t i on f e l t  by the Chai rman and 

E x ecut i v e  Di r e c t o r : " I  thi nk there ' s  s ome pain . I don ' t  

f e e l  any because I wasn ' t  w i t h  [ T om ] and [ St eve ] when they 

n eg o t i a t ed w i th St . J ames and got out o f  the s i tuat i on . A 

l ot o f  p a i n  there . "  Other Board members were  unc l ea r  of 

what had o c c u r r ed , t ypi f i ed by J une B l oom ' s comment ,  " S o  a l l 

o f  a sudden i t  was there  and we were  out o f  St . J ames and 

y ou c ou l d  t e l l that there  was s ome f r i c t i on between a coup l e  

o f  the B o a r d  members . "  

I t  appea r s  that the Board Chai rman and the Execut i v e 

Di r e c t o r  w e r e  the mos t  i nv o l ved i n  this inci dent and made a 

d e c i s i on not  t o  i n f o rm f u l l y  the Board o f  the probl ems and 

c on c e rns that they were  exper i encing w i t h  St . J ames . The 

h i gh l ev e l s of t rus t that the E xecut i v e  Di r e c t o r  and the 

B o a r d  Chai rman had w i t h the Board a r e  r e f l e c t ed in the 

p os i t i v e  and opt imi s t i c  expressi ons by Board members in 

s umming up what o c cur r ed with St . J ames Hosp i t a l : 

" Ev en t hough i t  d i dn ' t  f l y ,  i t ' s  s t i l l  the educa t i on a l  

p r o c e s s - - you have t o  l ea rn s omethi ng and that ' s  obv i ous l y  

v a l ua b l e . "  ( Sunny L i nk ) " The most s i gni f i cant thing that 

has happened is the experi ence that Chi l dr en ' s  Ass o c i at i on 

had w i t h  st . James - - f r om being s e l e c t ed among other agen c i es 
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t o  b e  t h e  one t o  he l p  them get s t a r t ed . "  ( David Gr een ) " I  

t h i nk a ma j o r  a c c omp l i s hment i s  being ab l e  t o  admi t that 

thi ngs did not g o  r i ght on the St . James p r o j ect and backing 

out o f  i t  b e f o r e  i t  was t o o  det rimen t a l  t o  e i t her the agency 

or the c o rp o rat i on . . . .  " ( Candy S i l v er ) " S ome things are 

f o ra y s . And to s ome e x t ent the St . James thing was a f o ray . 

I t  was g r e a t  f o r  us , t o o . I t  s a i d  a l o t f o r [ St eve King ] to  

b e  ab l e  t o  g a i n  that kind o f  cont ract , but that ' s  just a 

f o r a y . You do that and s ome t imes you exper iment wi th i t . "  

( J ohn S t a r ) And f i n a l l y  " being r ecogni z ed enough t o  have St . 

J ames t o t a l l y  di f f e rent in every way , di f f erent backg round , 

y ou ' r e t a l king about a b l ack i nner c i t y  day care cent e r  as 

opposed to a Roman Catho l i c  p redominant l y  whi t e - - f o r them to 

p i ck us - - that to me was qui t e  an achi evement . "  ( P e t e  Smi th ) 

The r a t i ona l e  f r om the Execut i v e  Di rector  and the 

Chai rman f o r  not inv o l ving the f u l l Board are r e f l ect ed in 

these  f i n a l  s t a t ement s :  From Steve King , " I  re a l l y  have t o  

c ommend [ Tom Mays ] that h e  t ook t h e  pos i t i on that we wanted 

t o  c ome out not w i t h  a nega t i v e  reput at i on as a resu l t o f  

i t . That thing c ou l d  have been s o  det rimen t a l  and there 

were t imes that he wanted t o  do s ome thi ngs and my pos i t i on 

was , ' L et ' s  get  out o f  i t . I don ' t  c a r e  what i t  t akes . 

L e t ' s  cut our l osses and not w o r r y  about dragging this on . ' " 

And f r om T om May s , ' ' [ Steve King ] and I deci ded t o  put our 

b e s t  f oo t  f o rward in d i s cus s i ng this w i t h  the Board . [ J ohn 

s t a r ] b r ought the c on f r ont at i on t o  the Board . "  



1 4 5  

Summa ry Ana lys i s  

The po l i c y  i s sue that was not addressed during thi s  

i n c i dent w a s  " Shou l d  the o rgani z at i on g o  i n t o  the contract 

day care bus i n es s ? "  I t  was not  r e c ogni z ed as a po l i cy i s sue 

by B o a rd members a t  that t ime . 

The E x e cut i v e  Di r e c t o r  and the Chai rman mov ed f o rward 

i n  de c i s i on mak i ng wi t hout much d i s c us s i on wi th othe r  Board 

membe r s . They d i d  s o  wi th the i dea t ha t  they were  

p r o t e c t ing the o rgani z at i on ' s  reput a t i on . When , in the i r  

op i n i on , i t  became necessa r y , they d i d  d i s cus s the s i tuat i on 

w i t h  the E x e cut i v e  Commi t t ee and the P e r s onne l Commi t t ee . 

The l eade rshi p s t y l e  o f  the c u r r ent Board Chai rman i s  one o f  

l ow k e y , noncon t r o v e r s y  and he be l i eved i t  approp r i a t e  "not 

to b l ow the i s sue up" but to keep it as qui et and as 

inof f ens i v e  a s  p o s s i b l e .  The ange r ,  f rus t ra t i on and pain 

f e l t b y  both the E x e cut i ve Di r e c t o r  and the Chai rman be caus e 

o f  thi s i n c i dent has not g r e a t l y  dimi n i s hed . The Board 

Chai rman b r i e f l y  r e f e r r ed t o  the inci dent i n  hi s annua l 

mes s a g e  i n  the o rgani z a t i on ' s  1 9 8 9  Annua l Repo rt : 

"A  p o t ent i a l l y  bad s i tuati on was a v e r t ed i n  l at e  J u l y 

when we negot i a t ed an ami c ab l e  s eparat i on f r om the St . 

J ames Hospi t a l  Day Care Cent e r . When i t  became obvi ous 

that there  e x i s t ed an i r r e c onc i l ab l e  conf l i c t  between 

our management s t y l es and op e r a t ing phi l os ophi es , we  

opted t o  s eek d i s engagement i ns t ead o f  l et t ing the 

s i tuat i on d r a i n  our human and f i nanc i a l  resources . One 

of the pos i t i v e  aspects  of the endeavor was that we 
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p r oved we c ou l d  f unc t i on v e r y  e f f e c t i v e l y  as a 

c onsu l t ant i n  s t a r t i ng up a chi l d  c a r e  operat i on f o r a 

p r i va t e  emp l o y e r . "  ( 1 9 8 9 ,  p . l ,  Annua l Repo r t . )  

The r e  was appa r ent l y  s ome di f f e rence o f  opi n i on and 

s t y l e  between the f o rme r Chai rman , J o hn St a r , and t he 

curr ent Chai rman , T om Mays , in t hat  when the f o rmer Cha i rman 

was made awa r e  of what had o c cu r r ed he " b rought the 

c on f r on t a t i on t o  the Board . "  Some on the Board a r e  s t i l l  

unc l e a r  about what actua l l y  happened and were hes i tant about 

ques t i oning the Board Cha i r  at  a Board mee t i ng . June B l oom 

e x p l a i ned , " I  was t o o  emba r ra s s ed t o  ask what happened 

bec aus e . . .  s omet imes I t hink , ' We l l everybody e l s e  knows , and 

I d on ' t . ' "  

Thi s i n c i dent i s  an examp l e  o f  how a Board deci s i on was 

made and the resul tant f e e l i ngs on t he part  o f  vari ous Board 

memb e r s  and the Execut i v e  Di r e c t o r . V e r y  l i t t l e  d i s cus s i on 

t ook p l a c e  a t  the Board mee t i ngs about the probl ems w i t h  the 

hosp i t a l  c ont r a c t  or  the proposed s o l ut i ons . The Ex ecut i v e  

Commi t t e e and t h e  P e r s onne l  Commi t t ee were  inv o l ved w i t h  

r e f e rence t o  p e r s onne l mat t e r s , but genera l l y  the Execut i v e  

C ommi t t e e was updated o n  what o c curred i n  a l imi t ed f ashi on . 

G r e a t e r  i nput on the p a r t  o f  mo r e  Board members mi ght have 

ai ded i n  the p r oc ess , in p r ob l em s o l v i ng , and i n  the f i na l 

out come . 

A l though mos t Board members saw t h i s  as a s i gni f i c ant 

i n c i dent for t he o rg ani z a t i on ,  they did not cons i de r  t hat  

t he B o a rd had not f u l f i l l ed i t s respons i b i l i t y . The r e  were  
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s ome f e e l i ngs o f  c on f us i on and f rus t r a t i on w i t h  what was 

obvi ous l y  l imi t ed i n f o rma t i on ,  but there rema ined an 

o v e r r i d i ng f e e l ing o f  t rust in the Ex ecut i v e  Di rect or . 

B o a r d  memb e r s  a l s o c on c l uded p os i t i v e  l ea rning experi ences 

f r om the inci dent and p r i d e  in the f a c t  that Chi l dren ' s  

Ass o c i a t i on was s e l e c t ed f o r  the cont r act . 

A I DS po l i cy deve l opment 

S t a f f  r e cogn i z ed a need f o r  an A I DS p o l i c y to be 

e s t ab l i shed by the Board to cover a l l  s t a f f  and c l i ents o f  

the Chi l d r en ' s  As s o c i a t i on and brought t h e  i s sue t o  the 

E x ecut i v e  C ommi t t e e  and the Board f or c ons i derat i on .  The 

B o a r d  a g r eed to the need f o r  such a po l i c y and a s s i gned the 

i s sue to the Agency Servi ces Commi t t ee . The Execut i v e  

Di r e c t o r  ass i gned his  admi n i s t r a t i v e  ass i s t ant to  w o r k  wi th 

the C ommi t t e e  to r e s earch and deve l op a dra f t  p o l i cy .  The 

Admi n i s t r a t i ve As s i s t ant d i d  e x t ens i v e  resea rch and 

p r e s en t ed d r a f t  i n f o rma t i on t o  the Commi t t e e , whi ch had been 

e xp anded to i nc l ude s e v e r a l  addi t i ona l Board members w i t h  

s p e c i f i c  exper t i s e  o n  the sub j ect . T h e  Commi t t ee met o f t en 

and r e v i ewed and revi s ed the po l i cy  many t imes and brought 

i n t e r im r e p o r t s  to the Execut i v e  Commi t t e e and the Board . 

The C ommi t t e e  and s t a f f wo rked w e l l t ogethe r  over  an 

e x t ended p e r i od o f  t ime and f i na l l y  p r e s ented the f i nal  

d r a f t  p o l i cy t o  the f u l l Board wi th c l ea r  e xp l ana t i ons and 

r ami f i c a t i ons f o r passage of the p o l i cy . The Board 

unan imous l y  p a s s ed the p o l i c y . Comments about the work o f  

the commi t t e e  and t h e  p o l i cy i t s e l f r e f l e c t  f e e l i ng o f  p r i d e  
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and und e r s t anding o n  the part o f  the ent i re Board . " I t ' s  an 

out s t anding po l i cy . "  ( P eggy Snow ) 

"We t o ok a l ot o f  t ime w i t h  that and we want ed to  be 

p r ophets as w e l l as can be expected . . . .  I thi nk that was 

imp o r t ant to us and I thi nk it res ul t ed in our hard w o rk 

paying o f f  and we p r obab l y  have one o f  the bes t , I think , 

A I DS p o l i c i es a r ound . "  ( J ohn S t a r ) " I  thi nk i t ' s  going t o  

p r o v e  t o  be a mod e l  f o r  a l ot o f  agen c i es . "  ( Sunny L i nk ) 

"They r esp onded i n  a p r o a c t i v e  way . . .  w i t h  thei r A I D S  po l i cy 

and i t ' s  the k i nd o f  thing that the board shou l d  be about . 

Not  that the B o a rd d i d  i t , but the Board t ook a part in i t , 

mak i ng sure  that i t  happened . "  ( J ack S t r ong ) " I  was 

imp r e s s ed w i t h the f i na l p r oduct in t e rms o f  how thor ough l y  

i t  had been r e s e a r ched . "  (Mary Stuart ) "We l l ,  maybe because 

i t ' s  s omething that I wo rked on , but I think that AIDS 

p o l i cy , the thoroughness and the e x t ens i ve nature of the 

A I DS po l i c y , I think i s  e xcept i ona l f o r  an organi z a t i on such 

as thi s . . .  a mod e l  f o r  a l ot o f  others to f o l l ow . "  ( S t ev e  

Penn ) 

Most  Board members were  v e r y  p l eased w i t h  the p r o cess 

and f i na l p r oduct dev e l oped wi th rega rds t o  thi s po l i c y and 

saw i t  as one of the most s i gni f i c ant a c c omp l i shment s  of the 

B o a r d . They were  c l ea r  t o o  that i t  was the i r  respons ibi l i t y  

t o  p a s s  such a p o l i c y . 

Uniqueness o f  the o rgan i z a t i on and i t s  Board 

P e op l e  on this  Board f e e l  the Ex ecut i ve Di r e c t o r  and 

hi s s t a f f  d emons t ra t e  a high l ev e l  of p r o f es s i ona l behav i o r  
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and f ound this  behav i o r  t o  b e  uni que and v e r y  s a t i s f a c t o r y  

i n  r e l at i on t o  thei r us ing thei r t ime w e l l as B o a r d  membe rs . 

J a c k  St r ong r e p r es ented what he be l i eved was uni que about 

the o r gani z a t i on ,  " I  don ' t  f e e l  l i ke  [ Chi l dr en ' s  

Ass oc i a t i on ]  i s  tugging on me . W e l l ,  I l i ke  f o l l ow-

up . . .  p e op l e  c a l l me up i n  a p r o f e s s i ona l v o i c e  asking me i f  

I w i l l  be a t t ending the v e r y  l ow cost , good tast ing l unches . 

I mean those  things he l p . "  Sev e r a l  Board members expressed 

a f e e l i ng o f  uni queness as a Board member in a o rgani z a t i on 

that a l l owed Board members t o  be di rect l y  i nv o l ved i n  

he l p i ng chi l d r en yet  d i dn ' t  demand t h e  e x t ens i v e  t ime 

c ommi tmen t s  o f  di r e c t  s e rvi ce v o l unteer ing . J ohn Star  s a i d , 

" Y ou ' r e c l o s e r  t o  the impact and resu l t s  at [ Chi l dren ' s  

Ass o c i at i on ] . "  Mary Stuart expanded on that thought , "What 

I r e a l l y  l i ke about thi s Board is the f a c t  that I do f e e l  

that as a g r oup we a r e  working t ogether t o  cont r i but e , not 

o n l y to the o rgani z a t i on ,  but to the c ommun i t y . "  Final l y ,  

many B oa r d  members saw the raci a l , gender and s o c i a l  

d i v e rs i t y  o n  t h e  B o a rd as a v e r y  pos i t i v e , enj oyab l e ,  and 

uni que exp e r i enc e . 

Summary Ana l ys i s  

F e e l ings o f  p r i d e , a c comp l i shment and und e r s t anding o f  

the f u l l s i gni f i c ance t o  the Board w e r e  f e l t b y  those board 

members who were i nv o l ved in the A I DS p o l i cy devel opment . 

The board i t s e l f a l s o r ec ogni z e d  the imp o r t ance o f  the 

e f f o r t  and s aw it as one o f  the ma j o r  a c c omp l i shment o f  t he 

B o a r d  in the past  year . 
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T h e s e  two examp l es o f  Board member inv o l vement def i ned 

s i gni f i c ant i s s ues that o c cu r r ed dur ing the past  year and 

c ont ras t ways the Board ope r a t es . Cho i ces were  made i n  both 

i n c i dents t hat  r e f l e c t  a high c ommi tment to the 

o rgani z a t i on .  I n  one t he Board Chai rman and the E xecut i v e  

Di r e c t o r  chose t o  l imi t the i n f o rma t i on g i ven t o  the Board , 

i n  the o ther the Chai rman and the E xecut i v e  Di r e c t o r  chose 

to i nv o l v e  t he Board and used the avai l ab l e  exp e r t i s e  on the 

B o a r d . B o a rd member c omment s  r e f l ect  the l ev e l s o f  

s a t i s f a c t i on and f rus t r a t i ons ind i v i dua l board members f e l t 

on b o t h  count s .  

F .  EVALUAT IVE PERCEPT I ONS : F r om the Board members ' poi n t  o f  

vi ew ,  what i s  o c cur r i ng on the Board and why? What i s  

t h e  va l ue o f  what i s  occur r i ng and what shou l d  be 

o c cur r i ng and why? 

As s e s smen t of the Board r o l e  

The re appears t o  be g enera l agreement that the Board i s  

s upp o r t i v e  o f  t h e  Execut i v e  Di r e c t o r  and shou l d  advi s e  him 

when asked . S ome Board members when speci f i c a l l y  ques t i oned 

men t i oned t hat t he Execut i v e  Di r e c t o r  is s t r ong and v e r y  

capab l e  w i t h  i n f e r ences that , there f o r e , the B o a r d  shou l d  be 

mor e  pas s i v e . 

Dav i d  G r e en says the Board shou l d " a c t  as a s oundi ng 

b o a r d  o r  supp o r t  e l ement f o r  the di r e c t o r . "  

J a c k  st r ong s umma r i z ed ,  " The r e a l  purpose  o f  the Board 

is to c re a t e  p o l i cy  and r ea l l y  have mo r e  of a v i s i on of t he 

big p i c t u r e . "  
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J e an Go l d  s a i d  the Board mus t be used " t o  p r e s e rv e  the 

i n t eg r i t y  and the qua l i t y o f  the organi z a t i on and i t s  

mi s s i on and not comp r omi s e  that f o r  any t emporary  

ob j ec t i v es . "  

J ohn S t a r  comment ed on the Board ' s  r o l e ,  " I t ' s  a mat t e r  

o f  he l p ing t o  f i ne tune these thi ngs . "  

P e t e  Smi th s a i d  the B o a rd shou l d  " s e t  po l i cy , 

p a r t i c u l a r l y f r om an ec onomi c s t andpoint . . . .  We shou l d  l ook 

o v e r  the shou l d e r  of the Di r e c t o r  but not s t and in his way . 

W e  shou l d  s t ay away f r om the eve ryday dec i s i ons . "  

The cur r ent Chai rman o f  the Board , Tom Mays , sugg ests 

the B o a rd ' s  r o l e  as " p rovi ding support  s e rvi ces t o  the 

E xecut i v e  Di r e c t o r  and the s t a f f  and provi ding i deas and 

sugg e s t i ons . "  

B o a rd members a r e  genera l l y  qui t e  p l eased and p r oud of 

the B o a rd as a who l e  and think it is doing the j ob that i t  

shou l d .  They r e cogni z e  the s t r ength o f  the Execut i ve 

Di r e c t o r  i n  r e g a rd t o  l eadership o f  the Board and f e e l  that 

g i v en the t enure and t rust l ev e l s e s t ab l i shed by Steve King 

w i t h  the B o a rd , the B o a rd shou l d  take i t s gui danc e f rom him . 

B o a r d  memb e r s  d i d  c omment that they mus t assure f inanci a l  

s t abi l i t y  o f  the o rgani z a t i on , whi ch they d o  through the 

c ommi t t e e  s t ructure . 

Respons i bi l i t i es o f  B o a rd Members 

M o s t  peop l e  on the Board saw this  que s t i on i n  conc r e t e  

t erms and ans w e r ed i t  i n  t e rms o f  a t t ending meet i ngs , 

know i ng what was g o i ng on , being prepared at mee t i ngs and 
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being i nv o l ved i n  the o rgani z a t i on . One Board member , J o e  

W i t t , u s e d  t h i s  ques t i on as a vehi c l e t o  di s cuss t h e  r o l e  o f  

the B o a r d . W i t t , though r e l at i ve l y  inact i v e , w a s  ab l e  t o  

answer ques t i ons p e r t a i n i ng t o  boa rds i n  a t echni ca l l y  

c o r r e c t  mann e r  wi thout unders t anding the o rgani z a t i on under 

s tudy . He s ai d , " The r espons i b i l i t i e s  o f  the Board a r e  

s ound f i nanc i a l  o rgani z a t i on , the mi s s i on and d i r e c t i on , 

eva l ua t i on o f  the Di r e c t o r , adv ocacy , a t t ract ing t a l ent ed 

p e op l e ,  and t o  eva l ua t e  and assess the o rgani z a t i on . "  

Other Board members genera l l y  had speci f i c  conc r e t e  

ans wers s u c h  as , "You ' r e supposed t o  show up at mee t i ngs . "  

( Ka r en B l ack ) " I nv o l v ement , f i rs t  hand invo l vement i n  s ome 

c as e s , but mo re as the u l t i ma t e  autho r i t y  in that 

o rgani z a t i on . "  ( Bob S imon ) Knowing one ' s  respons i bi l i t i es 

d i d  not  i n  any way sugge s t  that those Board members 

f u l f i l l ed those r es pons i b i l i t i es . 

Ro l e  o f  I nd i v i dua l Board Members 

Thi s was und e r s t ood by many Board membe rs as di f f e r ent 

t han t he r o l e  of the f u l l Board . The r o l e  of the i ndi v i dua l 

B o a r d  memb e r  was s e en a s  an advocacy ro l e  i n  the l a rger 

c ommuni t y  and to be on t he l ook- out f o r  " g o od peop l e " t o  

nomi na t e  t o  the B o a rd . I t  was a l s o sugg es t ed that the 

i nd i v i dua l B o a r d  members shou l d make c ont r i buti ons o f  t ime 

and / o r  mone y  to the o r gani z at i on . Dan Marsh s a i d ,  " I  f e e l  

a n  obl i ga t i on t o  make a c on t r ibut i on . "  P e t e  Smi t h  s a i d  that 

i nd i v i dua l B o a rd members shou l d  "he l p  . . .  f i nd g o od peop l e  

when [ St ev e  King ] s e eks t o  f i nd a p e r s on t o  r ep l a c e  anothe r 
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i nd i v i dual  o n  t h e  Board . "  J ohn S t a r , in des c r i bi ng the 

indi v i dua l ' s  advocacy  r o l e ,  sugges t ed , "You can be out there 

being a p i oneer and s o r t  o f , you know , rah , rah when i t ' s  

n e c es s a r y . "  

Ro l e  o f  the Board Chai rman 

The B o a rd chai rman appears t o  be respected and we l l  

l i ked by the ma j o r i t y  o f  the Board . The Board members s e e  

him as we l l  p r epared f o r  t h e  chai rmanshi p .  He has been 

invo l v ed and hardwo rking as chai rman , a t t ending the vast 

ma j o r i t y  o f  c ommi t t e es mee t i ngs and Board mee t i ngs . Dur ing 

a t yp i c a l  week the Chai rman s a i d  he sp ends app roximat e l y 4 - 5  

hours work ing f o r Chi l dr en ' s  As so c i a t i on but on a p r ob l em 

week 1 0 - 1 2  hours . He added , " But I expect ed that . "  Other 

Board membe r s ' comment s  recogni z e  the t ime and e f f o rt  he 

g i v es : " The Chai rman is e x t r eme l y gener ous wi t h  his  t ime- 

v e r y  a c t i v e l y  supp o r t i ve . "  ( David Gr een ) "He r e a l l y  s e ems 

t o  hav e  a v i s i on about what shoul d be and I mean , he i s  jus t  

s o  invo l v ed , I mean , I t hi nk h e  i s  sup e r . "  ( J une B l oom)  The 

B o a r d  Cha i rman and t he E x e cut i v e  Di r e c t o r  a r e  in 

c ommuni c a t i on regu l a r l y  and gener a l l y  s eem to respect each 

o t he r . The E x e cu t i v e  Di r e c t o r  s ees the Cha i r  as " a  l i t t l e 

mo r e  c ons c i ous o f  what the f a l l out might be and s o  he 

doesn ' t  want to o f f end peop l e . "  The c omment f r om the 

c u rr e n t  Chai rman summa r i z i ng his ro l e  i s  i n t e res t i ng t o  

no t e :  " I ' m  a l i t t l e  bi t surp r i s ed a t  the amount o f  i nput I 

hav e , I t h i nk i t ' s  good , but I ' m surp r i s ed . "  ( Tom Mays ) 
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Ro l e  o f  the E x ecut i ve Di r e c t o r  a s  i t  r e l ates t o  the Board 

Many Board members see the Execut i v e  Di r ec t o r  as t he 

l eader o f  t he Chi l dr en ' s  As s o c i a t i on and i t s Board . His  

l ong t enure with the organ i z a t i on and his  dua l ro l e  of  

E x e cut i v e  D i r e c t o r  and Board member sugges ts t o  many on the 

B o a r d  t hat  he i s  the natura l l e ade r and most  know l edgeab l e  

p e r s on i n  t he organi z a t i on .  Board members f e e l  that  the 

E x e cut i v e Di r e c t o r  shou l d p r o v i de them w i th app r o p r i a t e  

i n f o rma t i on and be l i eve t hat  h e  does that v e r y  we l l . They 

wan t  s omeone who is a g o od manager as w e l l as s omeone who 

c a r e s about t he o r gani z a t i on . Pete  Smi t h ,  in his u l t imat e 

c omp l iment , says , "He ' s  as capab l e  an ind i v i dua l as I ' ve 

e v e r  s e en , and I ' ve s e en ' em . " 

J im Cohen r e f l e c t s  on the Execut ive Di r e c t o r ' s  

s t r engths , " I f  [ S t eve King ] was the kind o f  p e r s on who 

d i dn ' t  share i n f o rma t i on . . .  i f  he was a l ways mak i ng excuses , 

d o i ng t hings that wou l d  r a i s e  que s t i ons , then you wou l d say , 

' W a i t  a minut e , I don ' t  t rus t this  guy . "' Pat Whi t e  

summa r i z es h e r  v i ew o f  the E x ecut i v e  D i r e c t o r , "He ' s  been 

t h e r e  a l ong t ime and ever ybody l oves him . " An imp o r t ant 

r o l e  that the Board sees the Execut i v e  Di r e c t o r  p l aying f o r  

t hem i s  t o  i den t i f y  the p r ob l ems that they shou l d  be 

c onc e rned wi t h . They f e e l  that he does not  bothe r  t hem w i t h  

i s sues t ha t  a r e  n o t  imp o r t ant f o r  t hem t o  b e  i nv o l ved in : 

" [ S t ev e  King ] i dent i f i es the p r ob l ems . "  ( Sue Co l e )  

" Know l edgeab l e ,  s i n c e r e  and he ' s  v e r y  much conce rned about 

t he As s o c i a t i on . "  ( Pat  Whi t e )  " [ S t ev e  King ] combines g o od 



management sk i l l s  p l us a l eg i t imat e  i n t e r e s t  in wanting 

y ou . " ( J ohn S t a r ) "He l i s t ens w e l l and he has a very 
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he ' s  nonc onf r ont a t i ona l .  I don ' t  mean t o  say t hat he backs 

away f r om c onf ront a t i on .  I mean that he doesn ' t  s t a r t  a 

f i ght . "  ( J ack S t r ong ) . And f r om the cur rent Chai rman of the 

o rgani z a t i on ,  Tom Mays : " . . .  a wonde r f u l  Execut i v e  Di r e c t o r . "  

Ro l e  o f  the S t a f f as i t  r e l a t es t o  the Board 

The re is gene r a l  f e e l ing on the Board that the 

E x ecut i v e  Di r e c t o r  manages the s t a f f  w e l l and works t o  

a s s u r e  t hat  t h e  s t a f f  r e c e i v e  the bene f i t s  they deserve . 

B o a rd memb e r s  b e l i ev e  the s t a f f  a r e  very capab l e ,  dedi cated 

and we l l - t r ained . They gener a l l y  app r e c i a t e  the 

Admi n i s t r a t i v e  Ass i s t ant but do not s e e  him as rep l a c i ng the 

E x e c ut i v e  D i r e c t o r  in the l ong run . "Having [ the 

Admi ni s t ra t i v e  As s i s t ant ] there i s  c e r t a in l y  a s t ep in the 

r i ght d i r e c t i on becaus e I t hi nk he is very invo l v ed in 

e v e r y t hi ng that is going on and I t hi nk he has done a 

w onde r f u l  t hing f o r  the o rgani z a t i on . He  does t hings f o r  

[ Chi l dr en ' s  As s o c i a t i on ]  that t h e  Execut i v e  Di r e c t o r  has no 

i n t e r e s t  in doing . "  ( J une B l o om)  " [ the Admi n i s t r a t i v e  

As s i s t ant ] i s  s t i l l  under [ St eve King ' s ]  wings . "  ( Barbara 

J ones ) " I ' m  r e a l  p l eased t o  be wo rking w i th those peop l e  

and I t h i nk i t ' s  p r ima r i l y  because o f  what I v i ew t o  be the 

c ommi tment o f  the s t a f f  and t he l ev e l  o f  exp e r t i s e  t hey 

hav e . "  ( Ka r en B l a c k )  



Does t he Board  f u l f i l l i t s r o l e  and r espons i b i l i t i es 

Di r e c t  answers  to t h i s  ques t i on r ange f rom a s t r ong 

empha t i c  " y e s "  t o  " c oul d do mo r e . "  The ma j o r i t y  of the 

Board members  f e e l ing that t he Board is doing a good j ob . 
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Dan March r es p onded t o  this  ques t i on b y  s a y i ng , " I  

be l i ev e  i t  does , ma ybe not  as w e l l as i t  coul d ,  but I think 

i t  does a r e as onab l y g o od j ob w i t h  the a s s i s t ance o f  [ St eve 

King ] and [ hi s  admin i s t r a t i v e ass i s t ant ] . " Peggy Snow 

obs e r v ed , "They need t o  do  mo r e . "  J o e  W i t t  c omp l ained , 

" [ Chi l d r en ' s  Ass o c i a t i on ]  has the r i ght k i nd o f  peop l e on 

the B o a r d , but we get hung up on f und r a i s i ng . "  And Pat 

Whi t e  s a i d , "Oh yes , mos t  def i n i t e l y . "  

I t  wou l d app ear that t h i s  B o a r d  i s  awa r e  o f  i t s r o l e  

and r e spons i b i l i t y  f o r  po l i cy  dev e l opment , f i s c a l  

s t ewa rdshi p ,  and moni t o r i ng , but l eans o n  t h e  know l edge and 

s ki l l  of the Exe cut i v e  D i r e c t o r  t o  l e ad t hem through these 

a r e a s . One o f  the a r eas they s e e  as thei r r espons ibi l i t y  

that t h e y  be l i eve i s  mos t  bene f i c i a l  t o  the o rgani z a t i on and 

the E x ecut i v e  D i r e c t o r  is p r ov i ding adv i c e  and supp o r t  by 

the d i v e r s e  B o a r d  membe r s . Sunny L i nk exp l ains , " B r i ng 

t og e t h e r  a numb e r  o f  di f f e r ent t a l ents . . .  f r om diverse  

b a c k g r ounds . . .  t hen you ought t o  be  ab l e  t o  get adv i c e  f r om a 

numbe r  o f  di f f e r ent s ources and di f f e r ent v i ews . "  

D e f ine b o a rd e f f e c t i veness 

The ques t i on of board e f f e c t i v eness was add r e s s ed 

s p e c i f i c a l l y  i n  a l l o f  the i n - depth int e r v i ews ( See Tabl e 

1 1 ) . The r e  w e r e  3 7  di f f e r ent and d i s t inct  d e f i ni t i ons g i v en 

by B o a r d  members  as t o  what w e r e  the c omp onents o f  an 
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T ab l e  1 1  

Too i cs L i sted b y  Board "embers o f  E l ements o f  a n  E f f ect ive  Board  

E LEMENT 1 2 3 4 5 6 7 8 9 10 1 1  12  13  14 15  16  17  18  19  20  2 1  22  23  24 2 5  26 27 TOTAL 
: : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : :  
a )  D i ve r s i t y  

Cross-Sect i on X X X 
b )  K eep  Board  Members  

We  1 1  I n f ormed 
c) I nt e l l i gent 
d) Comm i tment and 

Compas s i o n ,  Car i n g  
About Organ i z at i on  X X X X 

e )  W i l l i n g  to  Comm i t  
Sk i i l s ,  T ime , and/or  
Money  X X 

f )  Hav i n g  Resources 
That You Can B r i ng 

g )  Sense o f  Ded i cat i on  
to the Organ i zat i on /  
I t s  P u r pose  2 

h )  Leaders & F o l l owers  X X 3 
i )  C l ear M i ss i on F u l f i l l ed 4 
j )  Honesty r e :  Quota System 2 
k )  Ease  i n  Commu n i cat i ons 3 
1 )  Common Goa 1 s 2 
m) A Des i r e  to See I t  Work 3 
n )  Enth u s i asm 2 
o )  Iant i n g  t o  Make  A n  l moact 
p )  P r o fess i on a l  Tyoe  Peop l e  

( D i v erse )  X X 

q ) F a i th / Love f or Human B e i ngs  
r )  D i v erse  Board  w i th 

Know l edge/ E x p er t i se X X 
s )  Aavocate / P romote Orgar. i -

zat i o n  
t )  Act i v e ,  P art i c i p ator y 

Group  
u )  D i rector or Cha i r  - Good 

Who Works and I s  We l l  
R espected b y  Board  X X 

v )  Not Contro l l ed by One 
Person  

w )  P ar t i c i p at i on b y  A l l i n  
Dec i s i on Mak i n g  

x )  Qu a l i t y  Meet i n gs X X 

y )  We l l  O r gan i zed X X 

z )  Attendance X X 

aa )  L i st en i n g X 

b b )  Respect for t he  Other 
1 Board  Members 

cc)  I nv o l vement/He l p i n g  X X X 4 

d d )  W i l l i ng  to F undr a i se 2 
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Tab l e 1 1  ( c ont . )  

Top i cs L i sted  by  Board  �embers  of E l ements of  an E f f e ct i ve  Board  

ELEMENT 1 2 3 4 5 6 7 8 9 10  1 1  12  13  14  15  16  1 7  18  19  20 2 1  22  23  24 25 26 27 TOTAL 
: : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : :  
ee)  Good  Networ k i ng 
f f )  Respon s i v e  to Requests 
gg)  Long -term P l an n i ng 
h h )  Profess i ona l i sm o f  

Sen i or Staff  
i i )  Ab l e  to  S e l f- Perpetuate  
jj )  Board  Member Know l edgeab l e  

About Organ i z at i o n  
k k )  Leadersh i p  Sk i l l s 

: : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : : :  

TOTAL 2 5 2 3 5 3 5 6 2 4 3 5 3 2 6 5 2 5 5 5 4 4 5 2 2 1 6  

- - - - - - - ... - - - - - - - - - - - - - - - - - - - - -- - - - - -- - - -- - - - - - - - - - - - - - -- - - - - - - ... - - -- - - - -- -- -- -- - - - - .. -- -- - - - - - ... - - - - - - - - - - - - - - - - - -- - - - - - - - -

B o a r d  members gener a l l y  g a v e  three to  f i ve r es ponses to t h i s  quest i on 
9 board  memb ers  ment i oned  commitment as the  major e l ement of an eff ect i v e  board 
wh i l e 7 a dd i t i on a l  board  members  s a i d  w i l l i ngness to comm i t  sk i l l s ,  t i me , and/or  money was an 
imoort ant e l ement for  an e f fect i ve  board  
8 board  members  i dent i f i e d  board  d i ve r s i t y  as  a major e l ement of an effective  board and  
1 suggested a dvocacy as  a key  e l ement 
There were 37  d i f f erent top i c s  sug gested by  the board  members 
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e f f e c t i ve board . The mos t a c t i ve Board members i dent i f i ed 

the d i v e r s i t y  o f  the B o a rd and the c ommi tment t o  the 

o rgani z a t i on as t op e l ement s  f o r  board ef f e c t i veness . 

S ome o f  the l east  act i ve Board members def i ned board 

e f f e c t i v eness by the e f f e c t i v enes s measures c i t ed in the 

r e cent s tud i es and l i s t ed i n  the p r e s c r i p t i ve l i t e rature on 

the s ub j e c t . B e i ng ab l e  t o  d e f i n e  board e f f ec t i v eness f r om 

the e s t ab l i shed t e x t  book d e f i n i t i ons i n  no way assured that 

the Board memb e r  behaved in that manner . When p r obed as to 

how they knew those i s sues , they i ndi c a t ed gene r a l  board 

e x p e r i ences . I n  this  case s t udy i t  i s  interest ing t o  note 

that t h r e e  o f  the l east  active board members who were  a l s o  

we l l - known i n  the gene r a l  communi t y  responded w i t h  t e xt book 

a c cu r a c y  to thi s ques t i on .  

I s  t h i s  Board e f f ec t i v e  

The r e  i s  s t r ong agr eement o n  t h e  p a r t  o f  Board members 

to this ques t i on ,  wi th a l l but two Board members agreeing 

that the B o a r d  was e f f ec t i ve . Those two Board members 

be l i ev e  that mo re needs t o  be done by ind i v i dua l s  on the 

Board . The r ema ining 2 5  Board members c omments r ange f r om 

"Yes , unequivoc a l l y . "  ( Candy Si l ve r ) ; "Mos t d e f i ni t e l y . "  

( Pa t  Whi t e ) ; " Re l a t i v e l y ,  comp a r ed t o  other board [ s ] . "  ( Tom 

May s ) ; "The members that I have obs erved mos t  f r equent l y ,  I 

think , t og e t h e r  cons t i tute  an e f f ec t i v e  board . "  ( Ka r en 

B l a ck ) ; " B e t t e r  than most . "  ( Sunny L i nk ) ; and "Ov e ra l l qui t e  

w e l l . "  ( Bob N e i l ) .  
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When asked why they think the Board i s  e f f ec t i v e , the 

f ee l ings express ed r e f l ect ed a gene r a l  agreement wi th 

s a t i s f a c t i on of who s e rved on the Board and the commi tment 

of the B o a r d  membe rs . J ean Go l d  responded , " Becaus e  of the 

qua l i t y  o f  the Board members and the commi tment o f  the Board 

membe rs . "  Dav i d  G r e en e xp l ai ned , "There is a p r e t t y  

p os i t i ve f e e l ing about the organi z at i on that e x i s t s  f o r 

thos e who p a r t i c i p a t e . "  Bob N e i l used the ana l og y , " I t ' s  

l i ke  a s p o r t s  t eam , an ab l e  coach i s  ab l e  to  r e c rui t abl e 

p l a y e r s . "  J i m  Cohen s ai d ,  " I n  thi s  cas e , y ou have peop l e 

who d o  share i deas , who wi l l  v o l unteer  to  sha re i deas . . . .  " 

J ohn S t a r  s umma r i z e d , " I ' m  not saying i t  succeeds in 

eve r y thing it does , but i t ' s  e f f e c t i v e  because it has a high 

p e r centage o f  success in t e rms of i t s  p r o j ec t s  and 

a c c omp l i s hing i t s  g o a l s . "  And , f ina l l y ,  the cur rent 

Chai rman , T om Mays , s a i d  the Board was e f f ec t i ve because i t  

had " t he abi l i t y  t o  unders t and the ob j e c t i v es o f  the 

o rgani z at i on ,  and to a s s i s t  i n  c a rr y i ng out thos e 

ob j ec t i v es . "  

Summary Ana l ys i s  

I n  B o a rd and commi t t e e me e t i ngs and i n  other 

i nt e r a c t i ons , it  was o f t en obs erved that i ndi v i dua l Board 

memb e r s  had been c a l l ed on t o  p e r f o rm s p ec i a l  tasks , such as 

to a r r ang e f o r  s i tes f o r  events , to adv i s e  as to speci f i c  

i s sues , t o  p r epa r e  and p r i nt a n  o rgani z at i on brochure , mak e 

a phone c a l l on a po l i t i ca l  ma t t e r  o r  ask a p r i v a t e  

c o r p o r a t i on f o r  a ma j or donat i on .  Board members appear 



wi l l i ng and ab l e  t o  p e r f o rm these i ndi v i dua l r equests  and 

a cknow l edge the imp o r t ance to t he o rgani z at i on of the i r  
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c on t a c ts . I t  s e ems l i k e l y that the i ndi v i dua l reques ts a r e  

we l l  t h ought o u t  i n  advance by the Execut i v e  Di rector  and 

Chai rman based on the spe c i a l  t a l ents and ski l l s of each 

board membe r .  I t  a l s o appears that Board members a r e  c a l l ed 

p r i o r  t o  mee t i ngs t o  make sure they a r e  wi l l ing t o  do s ome 

s p e c i f i c  t a s k  and wi l l  not be emba r r assed i f  asked t o  do 

s ome t h i ng that t hey a r e  unab l e  or unwi l l i ng to do . They 

f ee l  that the Board as a who l e  is e f f e c t i ve and see 

commi tment t o  the o rgani z at i on and assuring Board divers i t y  

a s  p r ima r y  measures o f  t hat  e f f e ct i v eness . 

B o a r d  members f e e l  t h e r e  i s  a good r e l a t i onship between 

the E x ecut i v e  D i r e c t o r  and the Chai rman , as w e l l as a good 

r e l a t i onship between the i nd i v i dua l Board members and t he 

E x ecut i v e  D i r e ct o r . Genera l l y  the Board f ee l s  as t hough 

t he y  a r e  kept w e l l - i n f o rmed but not i nv o l ved in areas that 

they d o  not have to become invo l v ed wi t h .  

The r e  i s  a s ens e o f  p r i d e  and s a t i s f a c t i on by Board 

members o f  the Board i t s e l f ,  as we l l  as the organi z at i on .  

They f e e l  t he i r  t ime i s  we l l  used and more speci f i c a l l y ,  not 

w a s t ed at  meet ings and on other occas i ons when asked t o  

s e rv e  t he o rgani z a t i on . The f o l l owing chap t e r  wi l l  d i s cuss 

thes e f i ndings w i t h  c onc l us i ons and recommendat i ons f o r  this  

o rgan i z a t i on and f o r  other nonp r o f i t  o rgani z at i ons . 



Chap t e r  V I  

Conc l us i ons and Imp l i cat i ons 
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Thi s case s t udy has e x amined the Board o f  one nonp r o f i t  

o rgani z at i on during a s i x -mon th peri od ( N ovembe r  1 9 8 9 - Ap r i l 

1 9 9 0 ) t o  unde r s t and what the Board members percei ved t o  be 

B o a r d  e f f e c t i veness f o r that organi z a t i on . A l l cur rent Board 

members were obs e rved a t  Board and Commi t t e e  mee t i ngs and other 

Board r e l a t ed events and were i ndi v i dua l l y  i n t e rvi ewed i n  

s e t t i ngs out s i de t h e  organi z a t i on ' s  f a c i l i t i es . I t  i s  hoped 

that t h i s  s t udy wi l l  c ont r i bu t e  to the research and know l edge 

of B o a rd memb e r s ' p e r c ep t i ons of wha t cons t i tutes Board 

e f f e c t i v eness . The conc l us i ons as repo r t ed in this  chap t e r  a r e  

b a s e d  o n  o v e r a l l obs e rva t i ons b y  t he resea rcher and spec i f i c  

f i ndings f r om the a c t i ons and comments o f  the members o f  this  

nonp r o f i t  B o a rd about thei r Board and the organi z a t i on . 

I n  the pas t , det e rmi nants of e f f ec t i ve nonprof i t  boa rds 

have been genera l l y  p r e s c r i p t i v e in nature . Recent l y  two 

r e s e a r c h  s t udi es have been comp l e t ed in this  a rea that  have 

i dent i f i ed s ome agr eed upon meas ures inv o l v i ng boa rds of 

n onp r o f i t  o rgani z a t i ons ; one c onducted by the I ndependent 

s e c t o r  ( 1 9 8 9 )  and a s e c ond by H o l l and , Cha i t  and Tay l or  ( 1 9 8 9 )  

f o r t he As s o c i at i on o f  Gove rning Boards , whi ch was l imi t ed t o  

s e l e c t ed i ndependent , f ou r - y e a r  l i be r a l  a r t s  c o l l eges . The 



I ndep endent S e c t o r  s t udy i dent i f i ed chara c t e r i s t i cs o f  

e x c e l l ent nonp r o f i t  o rgani z a t i ons and thei r boards as : 
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1 .  The e x i s t ence of a c l ea r l y  a r t i cul a t ed sense o f  

mi s s i on t hat s e rves as t he f o c a l  point o f  commi tment 

f o r  Board and s t a f f  and as a gui depos t by whi ch the 

o rgani z a t i on judges i t s  success and eva l ua t es the 

need f o r ad j us tments in course over t ime ; 

2 .  The p r e s ence of an i nd i v i dua l who t rul y l eads the 

o rgan i z a t i on and c r e a t es a cul ture t hat  enab l es and 

mot i vates  the organi z a t i on to f u l f i l l  i t s  mi ss i on ;  

3 .  The e x i s t ence of an i nv o l ved and commi t t ed v o l unteer 

board that r e l ates  dynami c a l l y  w i t h  the chi e f  s t a f f  

o f f i c e r  and p r ovi des a bridge t o  the l a rger 

c ommun i t y . 

I n  addi t i on ,  two o t her f a c t o r s  a r e  subsumed under the 

t h r e e  p r ime cha rac t e r i s t i cs : the abi l i t y  to at t ra c t  

f i nanci a l  and human resources and the abi l i t y  t o  oper a t e  

p r o g r ams t h a t  succes s f u l l y  c a r r y  out the mi s s i on o f  the 

o r g ani z a t i on .  

H o l l and ' s ,  e t  a l . ' s  ( 1 98 9 )  s t udy i s  mo re spec i f i ca l l y  

r e l a t ed t o  e f f ec t i veness of nonp r o f i t  boa rds . 

t he y  conc l ude that 

I n  thei r s t udy 

Subs t ant i a l  evi dence e x i s t s , whi ch i ndi c a t es that more 

e f f e c t i v e boards are di f f e rent i a t ed f rom l es s  e f f e c t i ve 

ones i n  s i x  d i s t inct  a r eas o f  comp e t ence : 1 )  und e r s t anding 

and v a l uing the i ns t i tut i on ' s  hi s t o r y  and cont e x t , 2 )  

bui l ding the capaci t y  f o r  the Board t o  l ea rn ,  3 )  nur tur ing 
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t h e  deve l opment o f  the Board a s  a cohe s i v e  g r oup , 4 )  

r e c ogni z ing the c omp l exi t i es and nuances o f  i s sues before  

the Board , 5 )  respect ing and gua rding the integ r i t y  of the 

g o v e rnance process  and 6 )  env i s i oning and shap ing 

i ns t i t u t i ona l di r e c t i ons . ( p .  2 5 )  

The p r es ent s t udy has not a t t empt ed t o  rep l i cate those 

l a r g e r  s t udi es but inst ead has l ooked at the Board membe rs ' 

p e r cept i ons o f  Board e f f ec t i v eness in one organi z a t i on .  Thi s 

r e s e a r c h  s ought t o  und e r s t and i f  Board members thems e l ves 

a g r eed on what cons t i tutes an e f f e c t i v e  board o r  what 

c omponent s  Board members saw that represented an ef f e c t i ve 

B o a r d . There i s  an assump t i on here that the Board members of 

thi s o rgani z at i on and other nonp r o f i t  organi z a t i ons v i ew Board 

e f f ec t i v eness as a posi t i v e  a t t r i bute for thei r boa rds . 

The r e s e a rch theoret i c a l  f ramework f o r  the conduc t o f  thi s  

s t udy was , i n  part , s ymbo l i c intera c t i on i sm ,  whi ch provi ded the 

r e s e a r cher wi th a rat i ona l e  to e xp l o r e , f r om the i ndi v i dua l 

B o a r d  membe r ' s  perspecti ves what cons t i tuted Board 

e f f e c t i veness . I t  a l l owed the researcher t o  g o  beyond the 

r es p ons es indi v i dua l Board members gave to int ervi ew ques t i ons 

and to c ons i d e r  the reasons f o r  those answers in the cont ext of 

what a c t ua l l y  occur r ed , as w e l l as to e x ami ne the interact i ons 

bet ween Board members and s t a f f  and the s imi l a r i t i es and 

conf l i c ts betwe en what Board members s a i d  and did . I f  Board 

memb e r s  d e f ine board e f f ec t i veness di f f e r ent l y  than p r i o r  

r e s e a r ch , methodo l ogy may need t o  be dev e l oped t o  unde r s t and 

how t o  me rge the cur rent s cho l a r l y  research on board 



e f f e c t i veness wi th board percep t i ons and the i r  needs and 

abi l i t i es t o  u l t imat e l y  meet t he goa l of mo r e  e f f ec t i v e  

nonp r o f i t  o rgani z a t i ons . 

I t  i s  r e c ogni z ed that a l l boa rds a r e  uni que as a r e  a l l 

p e op l e . Thi s s t udy , t h e r e f o r e , does not int end t o  o f f e r  

genera l i z a t i ons t o  a l l nonp r o f i t  boards . Y e t  l ea rning about 

one nonp r o f i t  organi z at i on ' s  Board may he l p  other future 

r e s e a r chers l o ok for s i mi l a r c omponents that any g r oup o f  

p e op l e  w h o  s e r ve o n  nonp r o f i t  boards a g r e e  t o  b e  board 

e f f ec t i veness . 

Chi l d r en ' s  As s o c i at i on 

1 65 

Thi s As s o c i a t i on was f ounded 1 2 0  years ago by i ndi v i dua l s  

who w e r e  c onc e rned f o r  the we l f a r e  o f  young b l ack chi l dren . 

The h i s t o r y , cul ture , v a l ues and norms of this  Board a r e  uni que 

to i t  and the o rgani z a t i on it s e rves , as is i t s hi s t o r y  of 

chang e . 

The Board t oday i s  made up of 2 7  a c t i v e  Board member s , a l l 

o f  whom have been coop e r a t i v e  i n  and supp o r t i v e  of this 

r e s e a r ch . The cur r ent composi t i on of the Board represents s ome 

o f  t he chang es that a r e  ref l e c t ed in the l i f es t y l es of t oday . 

The average age o f  men on the Board i s  7 years o l der than that 

of the women on t he Board . The overa l l  average age on the 

Board is 4 1  years o l d .  The men on the Board , both b l ack and 

whi t e ,  work in bus iness and p r o f e s s i ona l s e t t i ngs and have a 

g r e a t  dea l o f  d i v e r s e  nonp r o f i t  Board experi ences . The women 

on t he Board a r e  g enera l l y  y oung working women . The f i v e  whi t e  

women on t h e  B o a r d  have no p r ev i ous Board e xp e r i ences , whi ch 
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cont r a s t s  t o  hi gh· l ev e l s  o f  other Board exp e r i ences on the part 

o f  a l l other b l ack and whi t e , ma l e  and f ema l e  Board members . 

No woman has ever  s e rved as chai rperson o f  the Board i n  i ts 

1 2 0 - y e a r  h i s t o r y . Race does not appear t o  be a con t r i buting 

f a c t o r  i n  B o a r d  members ' p e r cept i ons of e f f ec t i veness . B l ack 

and whi t e  B o a rd members had s i mi l a r mot i v a t i ons f or agreei ng t o  

s e rv e  o n  the board and f o r  s t a y ing on the board , and they 

exp r es s ed s i mi l a r conce rns and bene f i t s o f  board membe rshi p . 

A l l B o a rd members appear bus ines s l ike and p r o f ess i ona l i n  the i r  

d r e s s  and demeano r .  The cur r ent Board rep resents the y oung , 

upwa rd l y  mobi l e ,  w e l l - educ a t ed , a c t i v e  p r o f es s i onal  who 

r e f l e c t s  the changi ng demog raphi c s  of the work p l ace des c r i bed 

in the l a t e  1 9 8 0 ' s .  Board members s t at e  that there are no " o l d  

l i ne"  c ommuni t y  power b r okers on thi s Board . The Board members 

do not  cons i der thems e l ves a "power Board" and use the t e rm 

" w o rking B o a rd" t o  des c r i be the cont r a s t i ng di f f e r ences they 

see in thi s B o a r d  and s ome other commun i t y  boards . 

B o a r d  members f r om thi s organi z a t i on gene ra l l y  d i d  not 

hav e p r e v i ous know l edg e of the o rgani z a t i on when asked to 

become Board members but were asked to j o i n  the Board by 

f r i ends and a s s o c i a t e s  who were  v a l ued by them as know l edgeab l e  

and t rus t ed peop l e .  B ey ond tha t , Board members agr eed t o  j o i n  

t h e  B o a r d  f o r  a v a r i e t y  o f  o t h e r  p e r s ona l reasons , r anging f r om 

a l t ru i sm , t o  c a r e e r  advancement , t o  boredom .  Once they agreed 

t o  j o i n  the Board , they rapi d l y  dev e l oped a s t rong s ense o f  

und e r s t anding and c ommi tment t o  the organ i z at i on , whi ch was 
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evi denced at  B o a rd and commi t t ee me e t i ngs , dur i ng i n t e rv i ews , 

and i n  gen e r a l  obs e r va t i ons . 

The E x e cut i v e  Di r e c t o r , s t a f f , and other Board members 

p r ovi ded f o rma l and i n f orma l o r i ent a t i on and t raining t o  new 

B o a r d  members , whi ch c ont r i buted t o  the f ee l ing of commi tment 

and v a l ue . B o a rd members underst ood the mi s s i on o f  the 

o rgani z a t i on and agreed wi th that mi s s i on . They enj oyed 

s e rv i ng on t he B o a rd and f e l t t hey were cont r i buting to the 

commun i t y  and used t he i r  v o l un t e e r  t ime w e l l .  

The Board members saw the Execut i v e Di r e c t o r  as thei r 

t r us t ed l eader and guide who worked w i t h  the Board p r ovi ding 

t hem w i t h  i n f orma t i on that the Board needed t o  perf orm thei r 

r es p ons i bi l i t i es w e l l .  They i dent i f i ed him as profes s i ona l , 

e f f i c i ent , f a i r ,  ha rdworking and t rus tworthy . They f e l t  p r oud 

of h i s  overa l l  management of the organi z a t i on ,  the organi z a t i on 

i t s e l f ,  and o f  t hems e l ves and expressed f ee l ings of Board 

success . This Board be l i eved i t s e l f  t o  be uni que because o f  

i t s d i v e r s i t y  of membershi p . The inf o rma l , e v o l ved quota 

s y s t em based on g ende r , race and di f f e r ent sk i l l s  of 

indi v i dua l s ,  emphas i z ed the imp o r t ance o f  this  be l i e f . The 

r e s e a r che r , a f t e r  comp a r a t i v e  ana l yses , be l i eves this  Board was 

not as d i v e r s e  ( ba s ed on race and g ender ) as it f i r s t  appeared . 

B o a r d  members by and l a rge were  midd l e c l as s , upwa rd l y  mobi l e ,  

w o r k i ng and p r o f es s i on a l  peop l e  who expressed a s t rong s ens e of 

s o c i a l  r esp ons ibi l i t y . 

The s t ud i es by the I ndep endent S e c t o r  and H o l l and , et a l . 

( 1 9 8 9 ) i d ent i f i ed d i s t inct  cha rac t e r i s t i cs that were  imp o r t ant 
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t o  a n  e f f e c t i v e  board . Some cha ract e r i s t i cs i dent i f i ed by the 

B o a rd members i n  this  s t udy were not overt l y  menti oned in thos e 

l a r g e r  s t udi es but s eem espec i a l l y  noteworthy in understanding 

B o a r d  memb e r s ' p e r c e p t i ons of Board e f f ec t i v eness . 

Cha r a c t e r i s t i c s o f  Chi l d ren ' s  As s oci a t i on Board 

Thi s B o a rd was made up , p r ima r i l y ,  of upwa rd l y  mobi l e ,  

young p r o f es s i ona l s  who p l ace g r eat  v a l ue on " p r o f es s i ona l i sm . " 

B o a r d  members shared s ome s imi l a r experi ences w i t h  r e f e r ence t o  

Chi l d r en ' s  As s o c i a t i on .  

1 .  Rec rui tment onto the Board was by f r i ends and 

bus i ne s s  a s s o c i a t es who were  v a l ued as t rus t ed and 

know l edgeab l e  p e r s ons . 

2 .  N ew Board members had v e r y  l i t t l e  t o  no p r evi ous 

know l edge of the o rgani z a t i on . 

3 .  Onc e t he y  agr e ed t o  s e rv e , new Board members were  

w e l c omed onto the B o a rd by the E xecut i v e  Di r e c t o r  and o t he r  

B o a r d  members and w e r e  g i v en f o rma l and i n f orma l o r i ent at i on 

and t r a i n i ng . 

4 .  Board members exp r e s s ed a s t rong s ense of p r i d e  in 

the o rgani z a t i on and the Board i t s e l f .  

5 .  Many Board members exhibi t ed f e e l ings o f  p e r s ona l 

r es p ons i b i l i t y  t o  be a c t i v e l y  invo l v ed in the organi z a t i on and 

v o i c ed gui l t  i f  not ab l e  t o  be as a c t i v e  as t hey f e l t they 

shoul d .  

6 .  H i gh t rus t l ev e l s w e r e  evi denced between the 

E x e cut i v e Di r e c t o r  and i ndi v i dua l members o f  t he Board and 

among many Board membe rs . 



7 .  Board members i dent i f i ed f e e l ings o f  being va l ued , 

r e s p e c t ed and app r e c i ated . Thi s was demons t ra t ed t o  them by 

meet i ngs that  began and ended on t ime , r e c e i v i ng persona l 

r emi nders o f  mee t i ngs f r om the Ex ecut i v e  Di rect or , by being 

asked t hei r opini ons and adv i c e  on spe c i f i c  mat ters , and by 

a s s i gnments on c ommi t t e es based on thei r spec i f i c  sk i l l s  o r  

needs . 
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8 .  B o a rd members s a i d  they were  ab l e  t o  see and 

und e r s t and that they were  mak i ng a pos i t i v e  impact on the l i ves 

o f  others  by s e rv i ng on thi s Board . 

9 .  B o a rd members i dent i f i ed as imp o r t ant that  the 

o rgani z a t i on and the s t a f f  were w e l l - r espect ed in the broader 

c ommun i t y  and that the o rgani z a t i on was p r o f e s s i ona l l y  managed 

by a c omp e t ent E x ecut i v e  Di rect or . 

1 0 . Board members commented f avorab l y  that mee t i ngs t o ok 

p l a c e  on s i t e  in the f ac i l i t y , in a p l eas ant atmosphe r e  whi ch 

he l ped t hem und e rs t and and app r e c i a t e  the work of the 

o rgani z at i on .  

H o l l and ' s ,  et a l . ' s  ( 1 9 8 9 ) s t udy l i s t ed s i x  e l ements that 

d i f f e r ent i a t ed mo re e f f ec t i v e  boards f r om l ess e f f e c t i ve ones . 

F r om the p e r spect i ves o f  Board members o f  the nonp r o f i t  

o rgani z a t i on i n  thi s research s tudy , cons i d e ra t i on o f  three 

add i t i on a l  and r e l a t ed e l ement s  appear t o  cont r i bute t o  the 

e f f e c t i veness o f  this  Board : 

1 )  Trust  app eared t o  be an imp o r t ant and v a l ued e l ement f o r 

t h i s  B o a rd . Trust i n  those who r e c rui t ed them t o  the 

B o a r d ; t rus t i n  the abi l i t i es o f  the Execut i v e  Di r e c t o r  
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and t h e  Chai rman ; and t rus t in the p r ocess they f o l l owed 

as a B o a rd as w e l l as t rus t i n  the mi s s i on o f  the 

o rgani z a t i on . 

2 )  P r i de was ano ther e l ement this  Board repeated l y ment i oned

- p r i de i n  the work o f  the organi z at i on ,  the respect the 

o rgani z a t i on and the Execut i ve Di r e c t o r  had in the l a rger 

c ommuni t y , and p r i de i n  Board ac comp l i shment s .  

3 )  Enjoyment in s e rv i ng on the Board was an e l ement 

demons t ra t ed by Board members in i nd i r ec t  and d i r ect 

ques t i oni ng and obs e r va t i ons . Board members actua l l y  said  

they " l oved the o r gani z a t i on and the  Board ; " they  had " f un 

being part  of the Board ; "  they woul d "mi ss being on the 

B o a r d  when thi s t enur e  ended ; "  and that i t  "was an honor 

t o  s e rve . "  

A l l these  e l ements were  expressed t o  the resea rcher during 

i n t e rv i ews and were a l s o obs erved by the researcher dur i ng 

me e t i ngs and i n  other s e t t i ngs . 

Re l a t i ons hip be tween Board and Execut i v e  Di r e c t o r  

Board members r e l i ed t o  a l a rge d e g r e e  o n  the d i r e c t i on , 

guidance and continuing f o l l ow-up by the Execut i v e  Di r e c t o r  

whom t h e y  i den t i f i ed as a s t r ong and capab l e  manager . Al though 

not  us i ng the speci f i c  t e rm ,  Board members cons i de r ed the 

E xecut i v e  D i r e c t o r  a " s e rvant l eade r . "  Robert  Green l eaf used 

thi s t e rm i n  his 1 9 7 7  book Se rvant Leaders hip in whi ch he 

e xp l a i ns , "The s e rvant l eade r i s  s e rvant f i rs t  . . . .  " ( p .  1 3 ) 

G r e en l e a f  g oes on t o  e xp l ain the i s sues o f  power and autho r i t y  

r e l a t ed t o  t h e  s e rvant l eader : 



1 7 1  

I n  a comp l e x i ns t i t ut i on- cent e r ed soci e t y , whi ch ours i s  

l i ke l y  t o  be i n t o  t h e  i ndef ini t e  f ut ur e ,  t h e r e  wi l l  be 

l a rge and sma l l concent ra t i ons o f  power . Some t imes i t  

wi l l  be a s e r v ant ' s  power o f  pe rsuas i on and examp l e .  

S ome t i mes i t  wi l l  be c o e r c i v e  powe r used t o  dominat e and 

mani p u l a t e  peop l e .  The di � f e r ence i s  that in the f o rmer , 

power i s  us ed t o  c r e a t e  oppo r t uni t y  and a l t erna t i v es s o  

t h a t  i ndi v i dua l s  may choos e and bui l d  aut onomy . I n  the 

l a t t e r , i ndi v i dua l s  are c o e r c ed into a p r ede t e rmi ned pa t h .  

Even i f  i t  i s  " g o od"  f o r t hem , i f  they experi ence nothing 

e l s e ,  ul t ima t e l y  t he i r  aut onomy wi l l  be dimi ni shed . ( pp .  

4 1 - 4 2 ) 

The E x ecut i v e D i r e c t o r  i n  t h i s  o rgani z at i on p r ovi ded the 

o rgani z a t i on w i t h  s t ab l e and cons i s t ent l e adershi p , us i ng 

s e rvant l eader appr oaches bas ed on indiv i dua l Board membe r ' s  

l ev e l s  o f  commi tment and i nvo l v ement w i t h  the organi z a t i on . He 

spent much o f  his  t ime working with the Board and p r ov i ded t hem 

w i th i n f o rma t i on and i dent i f i ed i s sues f o r the i r  cons i derat i on .  

He a t t emp t ed t o  keep conf l i ct  w i t h  the Board at  a mi nimum . 

Krame r ( 1 98 5 )  i n  h i s  s t udi es o f  board/ s t a f f  re l a t i onships 

d e f i nes t h i s  conf l i c t  avoi danc e app roach as a board-ex ecut i v e  

cont i ngency mode . H i s  f i ndings suggest  that keeping conf l i ct  

to  a mi nimum r e p r e s ents a r ea l i t y  o f  many midd l e c l as s  

board/ execut i v e  r e l a t i onships . Krame r s a y s  this  mod e l  

" o p e r a t es i n  a n  equi l i b r i um based o n  i n t e rdependence and 

e x change of resources"  ( p .  2 9 ) . He goes on to exp l ain 

"Ana l ys i s  o f  the s t ructure and dymani cs o f  the board/ execut i v e  
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r e l a t i onship sugg ests that they a r e  dep endent on each other but 

f o r  di f f e r ent resources : they both ' need ' each other t o  c a r r y  

o u t  the i r  resp e c t i v e res pons i b i l i t i es and t o  d e r i v e  the 

n e c e s s a r y  s at i s f a c t i ons " ( p .  3 1 ) . 

I n  mos t  cases , t h i s  Board and Execut i v e  Di r e c t o r  appear t o  

o p e r a t e  under thi s con t i ng ency mod e l  i n  thei r r e l a t i onshi p w i t h  

each other . The Board and E x ecut i v e  Di r e c t o r  re cogni z e  the 

sk i l l s  and needs of each other and , when poss i b l e ,  provide the 

needed res our ces . Board members indi v i dua l l y  and as a g r oup 

have r esponded t o  the organi z a t i ona l needs o f  the E x ecut i v e  

Di r e c t o r  as has t h e  Exe cut i v e  Di r e c t o r  t o  t h e  members o f  the 

Board . Examp l es of thi s a r e  documen t ed i n  Chap t e r  V thr ough 

B oa r d  members ' agreemen ts to s e rve the organi z a t i on in a 

v a r i e t y  o f  ways . These requests and respons i v e  behav i o rs have 

cont r i but ed to h i gh l ev e l s  of s at i s f a c t i on on the part of mo s t  

B o a rd membe r s . 

I n  g en e r a l ,  the contingency mod e l  f o r  board/ s t a f f  

r e l at i onships t i ed t o  a s t rong execut i v e  di r e c t o r  who may be 

d e f i ned as a s e rvant l eader p r ovi des a p i cture of a w e l l 

f un c t i oning and e f f e ct i v e board . Board members who 

charac t e r i s t i c a l l y  a r e  bus y p r o f ess i ona l s  appear we l l  s e rved by 

a s t r ong s e rvant l eader as the i r ex ecut i v e  di r e c t o r  who is ab l e  

t o  move the or gani z a t i on and the board f o rwa r d . Board members 

gener a l l y  agree that this B o a rd is e f f e c t i v e  but wi thin that 

ove r a l l s t a t ement the Board members o f f e r a v a r i e t y  of meanings 

of what makes an e f f e c t i v e  Board . 
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T ab l e  1 2  

Board Members C l ass i f i ed by Typo l ogy of How Wel l I nformed 
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X=RESEARa-iER 
O=EXEOJT I VE D I RECTOR 

Th i s  tab l e  represents a subject ive compar i son of 

Board Members ' carmi tment and degree of know l edge about the organ i zat i on 

dur i ng the per i od of November 1 989 and Apr i l 1 990 

There i s  agreement between the Execut i ve D i rector and the researcher on 22 

Board merrbers or 8 1% of the Board merrbers 

*NOTE : Re : Between Range - part i cu l ar l y  for new Board merrbers ,  " un i nformed" 

may on 1 y i nd i cate new Board merrbers '  need for rrore t i me  on the Board 

Between range scores ref 1 ect rrost new Board merrbers 
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Cha i t  and Tay l o r ( 1 9 8 7 ) have dev e l oped a t y p o l ogy f o r  

assess i n g  board p e r f o rmance based on t ypes o f  p r i v a t e  nonp r o f i t  

uni v e r s i t y  and c o l l ege o rgani z a t i ons ( S ee Append i x  G ) . They 

conc l uded that there were  s e v e r a l  di f f i cu l t i es i n  using thei r 

approach t o  board assessment and sugg e s t ed " t hat c o l l eges and 

uni v e rs i t i es thems e l ves do not a l ways f i t  into onl y one 

c a t e g o r y "  ( p . 2 0 ) . Based on the i r  f i ndings and sugg es t i ons that 

board r o l es shou l d  be exami ned us ing an app r op r i ate 

methodo l og y , thi s r es e a r cher dev e l oped ano ther l ev e l  o f  

t y p o l ogy f o r  cons i de r a t i on i n  und e r s t anding B o a r d  members of 

nonp r o f i t  o rgani z a t i ons and thei r p e r c epti ons o f  e f f e ct i v eness . 

( S e e  Tabl e 1 2 . )  

B o a r d  Member Typo l ogy 

1 .  I n f o rmed but not c ommi t t ed board members . The f i r s t  

t ype o f  board members i dent i f i ed i s  t h e  i n f ormed but not 

c ommi t t ed membe r .  These c an mi s l ead an i nt e rv i ew e r  who i s  

t r y ing t o  unde r s t and i f  peop l e  a r e  awa re o f  and perf orm the i r  

app r op r i at e  board r o l es . They may verba l i z e  the p r e s c r i p t i v e 

mode l s  f o r board e f f e c t i v eness that e x i s t  in the l i te rature but 

choose not t o  act  in the manner that p r esump t i ve l y wi l l  be mos t  

e f f e c t i v e  f o r  the organi z a t i on . The i r  l a ck o f  commi tment to  

the o r g ani z a t i on can r ange f r om want ing t o  be on the board i n  

name onl y ,  t o  be l i ev i ng i n  the w o r k  o f  othe r  nonprof i t s  to  a 

hi gher degree , t o  en j oying the board o f  another o rgani z a t i on 

mo r e , t o  f e e l i ng f rus t r ated and t i red o f  the s ameness o f  the 

o r gani z a t i on .  
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2 .  Unin f o rmed and not c ommi t t ed .  A s e cond t ype o f  board 

member i dent i f i ed is the uni n f o rmed and not commi tt ed . The 

r e s e a rcher b e l i eves the board members who r a re l y  or never 

a t t end mee t i ngs o r  o rgani z a t i on event s may f a l l into this  

c a t e g o r y . They a g r e ed to  j oi n  the board w i t hout und e r s t anding 

the commi tment s  t o  or  the mi s s i on o f  the o r gani z a t i on and when 

t o l d  of them , chose to i gnore the requi r ement s .  

3 .  Uni n f ormed but commi t t e d . A thi rd t ype o f  board 

membe r is the uni n f o rmed but c ommi t t ed . Thi s may represent the 

ma j o r i t y  or  the l a r g e s t  t ype o f  board members in the 

o rgani z a t i on wi th a range o f  c ommi tment wi thin thi s  t ype . 

Gene r a l l y ,  these  board members ac cept the organi z a t i on and the 

e x ecut i v e  di r e c t o r  un condi t i ona l l y  and p r ov i d e  unques t i oning 

l oy a l t y and supp o r t  t o  both . They t end not t o  cha l l enge or 

ques t i on when r e c ommendati ons are made . 

4 .  I nf o rmed and commi t t ed . The f ourth t ype o f  board 

memb e r  is the i n f o rmed and commi t t ed . Thes e board membe r s  are 

not  as accept ing o f  a l l aspects o f  the ope r a t i ons of the 

organ i z a t i on as a r e  the uni n f o rmed but commi t t ed board members . 

They cha l l enge and ques t i on what i s  repo r t ed t o  them by s t af f 

or  board c ommi t t ees . They a r e  concerned wi th future i s sues and 

push f o r  g r e a t e r  c l a r i t y  when they do not und e r s t and what i s  

o c c u r r i ng . 

Chi l dr en ' s  As s o c i at i on Board Members ' P e r cept i ons of Board 

E f f ec t i veness by Type 

1 .  The i n f ormed but not c ommi t t ed Board members 

g en e ra l l y  p e r c e i ved B o a rd e f f ec t i venes s as s a f egua rding the 
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o rgan i z a t i on ' s  mi s s i on , s e t t ing po l i c y  f o r  the o rgani z a t i on ,  

moni t o r i ng the organi z a t i on and the Exe cut i v e Di r e c t o r  and 

adv o c a t ing f o r  the o rgani z a t i on when approp r i a t e . They be l i eve 

that  there are others on the Board who have the sk i l l s  and 

i n t e r e s t  to do what needs to be done to ens ure e f f ec t i v eness . 

2 .  The uninf o rmed and not commi t t ed Board members 

p e r c e i ved Board e f f e c t i veness as t he s ki l l s  Board members bring 

t o  t he B o a r d . The i rs i s  a mo r e  p a s s i v e  def ini t i on o f  Board 

e f f e c t i v enes s . They s e e  B o a rd e f f e c t i veness as who the Board 

memb e r s  a r e  r a ther than what they may do . 

3 .  The uni n f o rmed but c ommi t t ed Board members gener a l l y  

p e r c e i v ed Board e f f e c t i veness as supp o r t  f o r the Execut i v e  

Di r e c t o r  and other l eadership o n  the Board , c ommi tment t o  t h e  

o rgan i z a t i on ,  adv ocacy , d i ve r s i t y  of membe rship , pos i t i v e  

B o a rd/ s t a f f  r e l a t i onshi ps and respons i v eness t o  r eques ts made 

by the Execut i v e  D i r e c t o r  or Chai rman . They do not we l c ome any 

c r i t i c i sm of the o rgani z a t i on ,  the s t a f f  or  the Board . Thei r 

p e r c ept i ons o f  e f f e c t i v eness a r e  qui te di f f e r ent f r om the other 

t ypes o f  B o a rd members . F o r  them , e f f ec t i v eness means 

a t t ending mee t i ngs , t o t a l  suppo r t , adv o c a t i ng on beha l f  of the 

o r gani z a t i on ,  and supp o r t ing the Execut i v e  Di r e c t o r . 

4 .  The i n f o rmed and c ommi t t ed Board members p e r c e i ved 

Board e f f e c t i v eness as assuring an e f f e c t i v e  Execut i v e  

D i r ec t o r , f uture  p l anning , und e r s t anding t h e  mi s s i on and goa l s  

o f  the o rgani z a t i on and c ommi tment t o  the o rgani z a t i on . They 

d e l i b e r a t e  mo r e  about the s t a tus quo and c ont i nua l l y  ques t i on 



the mi s s i on and i t s imp l i c a t i ons , and r e f l ect  on the r o l e  o f  

the o r gani z a t i on i n  t he f ut ur e . 

Chi l d r en ' s  As s o c i a t i on Board Members ' Percept i ons of Board 

E f f e c t i veness 
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The p e r c ept i on o f  Board e f f ec t i v eness di f f ers  among Board 

memb e r s  g i ven di f f e r ent s t y l es o f  l e ade r s hip , di f f e r ent 

e x ecut i v e  di r e c t o r s , di f f e r ent l ev e l s  o f  pa r t i cipa t i on by Board 

members , and d i f f e r ent l ev e l s o f  c ommi tment and invo l v ement by 

Board membe rs . I n  the Board unde r  s t udy , these di f f e r ences 

r e p r e s en t ed an app r e ci abl e di f f e r ence i n  meanings of what 

c ons t i t u t e s  an e f f ec t i ve Board . 

1 .  The i nf o rmed but n o t  c ommi t t ed Board members s a i d  

t h e y  w e r e  not ab l e  t o  f i nd suf f i c i ent t ime o r  were not i n c l ined 

t o  p r i or i t i z e  thei r t ime to be invo l v ed w i t h  the o rgani z a t i on .  

They d i d  not  f e e l  i t  was neces s a r y  t o  a t t end mee t i ngs o r  

p a r t i c i p a t e  i n  o t h e r  events . They acknow l edged and agreed wi t h  

the mi s s i on o f  t h e  organi z a t i on , thought the o rgani z at i on was 

w e l l -managed , and w e r e  wi l l i ng , i f  a l l owed , to s t a y on the 

B o a r d . They a r e  mo re t han wi l l i ng t o  have others assume the 

l ea d e rshi p r o l es .  

2 .  The unin f o rmed and not  c ommi t t ed Board members s a i d  

t h e y  f e l t  p r es s ured b y  the Board and t h e  Execut i v e  Di r e c t o r  t o  

a t t end mee t i ngs and w e r e  n o t  p l eas ed w i t h  t h a t  p r essur e . They 

e xp l a i ned t he i r  l a ck of i nv o l v ement by sugg es t ing thei r t ime 

was more  va l uab l e and c omp l ai ned that a t t endance at me et ings 

shou l d  not be cons i de r e d  manda t o r y . They were unc l e ar  about 

t he o r g an i z a t i on ' s  go a l s  and i ndi c a t ed s ome unhappiness w i t h  



t he B o a r d  and the organ i z a t i on f o r  demand ing mo re t ime than 

they wi shed t o  g i v e . 

1 7 8  

3 .  The i s s ue o f  d i v e rs i t y  on t h e  Board was an a r ea the 

uni n f o rmed but c ommi t t e d  Board members thought was o f  ma j o r  

imp o r t ance f o r an e f f e c t i v e Board . The Board d i v e rs i t y  and the 

be l i e f  that s t r ong l eade rship and supp o r t  o f  the Ex ecut i v e  

Di r e c t o r  w e r e  a l s o ma j o r  c omponent s  f o r  B o a r d  e f f e c t i veness 

sugg e s t  to t he resea rcher that they may have l ess conf i dence in 

thei r own abi l i t i es to g o v e rn and l o ok to others t o  l ead and t o  

k e ep t h em w e l l - in f o rmed . 

4 .  The i n f o rmed and c ommi t t ed Board members r e c ogni z ed 

d i v e r s i t y  o f  B o a r d  members as an imp o r t ant c omp onent . They saw 

an e f f ec t i v e Execut i v e  Di r e c t o r  w i t h  the abi l i t y  t o  p l an ;  Board 

member p a r t i c i pa t i on ; know l edge o f  t he o rgani zat i on ' s  mi s s i on 

and g o a l s ;  and c ommi tment t o  the o rgani z a t i on as neces s a r y  

e l emen t s  f o r Board ef f e c t i v eness . These Board members w e r e  

wi l l i ng t o  l e ad and t o  make de c i s i ons f o r  t h e  organi z a t i on and 

f e l t g r e a t e r  c oncern f o r future i s s ues . 

The r e  w e r e  cons i s t ent di f f e r ences in what Board members in 

t he d i f f e r ent categ o r i c a l  t ypes p e r c e i v ed t o  be an e f f e c t i v e  

B o a r d . I t  i s  imp o r t ant t o  n o t e  that i t  was not onl y what Board 

members  said i n  i n t e r v i ews and on surveys about Board 

ef f e c t i v eness , that was us ed as the measure o f  thei r 

unde r s t anding o f  Board e f f e c t i v eness but a l s o how they behaved 

as B o a r d  members . 
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Conc l us i ons 

Goodman and Penning ' s  ( 1 9 8 0 ) f i ndings on organi z at i ona l 

e f f e c t i veness r e c ogni z e s the comp l e x i t y  o f  the task and 

i dent i f i es r e l a t ed key i s sues f o r organi z a t i on a l  e f f e c t i v eness . 

Based on p r e v i ous r e s e a r ch these i s sues can be cons ide red in 

c onc l udi ng how board membe rs ' e f f e c t i veness and the i r  

p e r c ept i ons o f  e f f e c t i veness di f f er  o r  a r e  s i mi l a r . 

Go odman and Pennings , l i ke  the mo r e  recent s t udi es on 

nonp r o f i t  boa rds by H o l l and , et a l . ( 1 98 9 )  and the I ndep endent 

S e c t o r  ( 1 9 8 9 ) , r e c ogni z ed the imp o r t ance of being f o cused on 

the mi s s i on of the organi z a t i on to ensure t rue organi z a t i ona l 

e f f e c t i v eness . They a l s o suggested that the def i ners of 

o rgani z a t i on a l  e f f e c t i veness shou l d be i n i t i a l l y  i dent i f i ed and 

s p e c i f i c  l i nks of determinants and indi cators shou l d be dr awn 

f o r the o rgani z a t i on .  H o l l and , et a l . ( 1 9 8 9 ) , in l i s t i ng the i r  

s i x  comp e t enc i es that s eem t o  b e  neces s a r y  e l ement s f o r 

e f f e c t i v e nonp r o f i t  organi z at i ons , added t o  Go odman and 

P ennings ' r es e arch the board members ' dimens i on of bui l ding the 

capac i t y  f o r board members t o  l earn , nurtur ing the dev e l opment 

of the board as a g r oup , and gua rding the i n t eg r i t y  of the 

g o v e rnance p r ocess . 

The I ndependent Sect or ' s  ( 1 9 8 9 )  conc l us i ons share much 

w i t h  the f o rme r s tudi es . That s t udy i dent i f i es as a f i r st 

cha r a c t e r i s t i c  for a board , i n  wha t they t e rm the e x c e l l ent 

nonp r o f i t  o rgani z a t i on , " t he re l at i onship between the CSO 

( Chi e f  s t a f f  Of f i c er ) and the Board is one o f  mut ua l  t rust and 

r e s p e c t "  ( p . 1 1 ) . Goodman and Pennings ( 1 9 8 8 ) , H o l l and et a l . 
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( 1 9 8 9 ) , and t h e  I ndependent S e c t o r  appear t o  agree that the 

need f o r c l a r i t y , unde r s t anding and r espect f o r board and s t a f f  

ro l e s and respons i b i l i t i es i s  c r i t i ca l  f o r  a n  e f f e c t i ve board , 

as i s  r e cogn i t i on o f  a c l ear l y  def ined mi s s i on f o r the 

o r g ani z a t i on . 

G i v en t h i s  agreement o f  the bas i c  e l ements neces s a r y  f o r 

an e f f e c t i v e nonprof i t  board whi ch concurs w i t h  much of the 

p r es c r i p t i v e l i t e r a t ure , this  resea rcher r e t urns t o  the 

f o r eshadowed que s t i ons o f  this s t udy to try to def ine a 

pos s i b l e  mi s s ing e l ement f o r cons i d e r a t i on : What a r e  the 

pe r c ept i ons o f  Board e f f e c t i veness he l d  by Board members? I f  

B o a r d  members  p e r c ep t i ons o f  Board ef f e c t i v eness di f f e r among 

t hems e l ves , c an t he B o a rd be t ru l y  e f f e c t i v e? 

Thi s case s t udy o f f e rs s ev e r a l obs ervati ons on what Board 

memb e r s  p e r c e i v e  as Board e f f e c t i veness . I n  the organi z a t i on 

unde r  s t udy there were  di f f erent percep t i ons of Board 

e f f e c t i veness o f f e r ed by di f f e r ent def inab l e t ypes of Board 

memb e r s . F o r  examp l e ,  uninf o rmed but c ommi t t ed Board members 

s aw B o a rd e f f e c t i veness as uncondi t i ona l l y  supp o r t i ng the 

l eadership  o f  the o r gani za t i on , whi l e  inf o rmed and c ommi t t ed 

B o a rd members  s aw assuring an e f f e c t i ve Execut i v e  Di r e c t o r  and 

Chai r as components of Board e f f e c t i venes s . 

The s e  d i f f e r ent pe r c ept i ons by board members mus t be 

add r e s s ed i n  a manner that a l l ows f o r  those di f f e r ences to be 

r e cogni z ed and c ons i d e r ed wi thin the organi z at i on when p l anni ng 

f o r B oa r d  and s t a f f  dev e l opment . The c omp l exi t i es o f  boards of 

nonp r o f i t  o rgani z a t i ons thems e l ves mus t be r ecogni z ed w i t h  
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the i r  empha s i s  o n  d i v e r s i t y , mu l t i p l e l ay e rs o f  po l i c y and 

deci s i on mak i ng , r egu l a r  turnov e r  es t ab l i shed by r o t a t i on 

s y s t ems , di f f er ent mo t i v a t i ons f o r  j o i ning and cont i nuing on 

boa rds , and d i f f e r ent def i ni t i ons of board e f f e c t i v eness . I t  

i s  thi s r e s e a r cher ' s  b e l i e f that the approp r i a t e  board/ s t a f f  

r e l a t i onships i n  nonp r o f i t  o rgani z a t i ons a r e  many and d o  not 

have an easy o r  s i mp l e  p r es c r i p t i v e answe r . 

Res earch I mpl i c a t i ons 

I t  was c l e a r  that t hr ough the us e of mu l t i p l e  data s ources 

f o r  t h i s  s t udy the res pons es t o  the Se l f - as s e s sment Board 

Survey on l y  r e f l e c t ed a s u r f a c e  and l imi t ed l ev e l  of 

i n f o rma t i on about what Board members  thought and f e l t was 

needed and v a l ued f o r an e f f e c t i v e  B o a rd . G i v en the fact that 

B o a rd members had to comp l e t e  this survey i ndep endent l y ;  the 

c omp l e x i t y  o f  the s e l f - as s e s sment survey ; the t ime requi red t o  

c omp l e t e  i t ; and t h e  l imi ted numbe r  of respondents ( 1 2 o f  2 6  o r  

4 5 % ) , t h e  f i ndings p r ov i de a n  i n t e r e s t ing a s i d e  but cannot 

conc l ude anything beyond the actua l s c ores p r e sented ( S ee 

Appendi x C ) . The s e  B o a rd members  a s s ess the B o a rd operati ons 

in a v e r y  posi t i v e  manner ( 7 0 %  Good ) , yet  r e f l e c t  some conce rns 

about needed a r eas f o r  imp r ovement . Board surveys and 

ques t i onnai res do not r e p r e s ent the "quick f i x " p r e s c r i p t i on 

f o r  a s s e s s i ng a board that s ome boards and s t a f f s  sugges t . 

U s e d  i n  part  wi th other  me thods , surveys and ques t i onnai res may 

be h e l p f u l  in va l i da t ing what has been obs e r v ed and d e t e rmined 

f r om other methods . 
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The t r i angu l a t i on o f  v a r i ous me thods o f  data gathe r i ng 

s t r engthened thi s s t udy and a l l owed f o r g r e a t e r  unders t anding 

o f  what a c t ua l l y  was the Board/ s t a f f  r e l at i onshi p , as we l l  as a 

w i d e  v a r i e t y  o f  def i ni t i ons o f  Board e f f e c t i v eness . E x t e rn a l  

t o o l s , s u c h  as s u r v e y s  and ques t i onnai res , can b e  dev e l oped and 

r e f i n ed t o  a i d  in the e xp l o r a t i on and s t udy of Board 

e f f e c t i veness me asures , but those t o o l s  i n  and o f  thems e l v es 

are not  enough . The p a r t i cptant - observer  p l ayed a v e r y  

i mp o r t ant r o l e i n  data  gathering i n  thi s s t udy . I t  wou l d  

appear  that the b r oad range o f  qua l i t a t i v e  r es ea r ch methods 

w e r e  v e r y  us e f u l  in  gathe r i ng data  f o r  thi s inve s t i gat i on and 

s ubs equent unde r s t anding of the board . 

Impl i c a t i ons f o r  Dev e l opi ng E f f e c t i v e Boa rds 

D e f i n i t i ons o f  board e f f e c t i v eness change gi ven di f f e r ent 

c ombinat i ons of execut i v e  di r e c t o rs and board members . Wi thin 

t he l imi t s  o f  b y - l aws and other autho r i z ing regul a t i ons , boards 

and s t a f f  mus t  def ine not  on l y  the go a l s  f o r  the o rgani z at i on 

and the board , but a l s o what they d e t e rmine t o  be the 

e f f e c t i v enes s meas ures f o r  the o rgani z a t i on ,  the board and the 

s t a f f a t  t ha t  p a r t i cu l a r t ime and p l ace i n  the hi s t o r y  o f  the 

o r gani z a t i on .  

Thi s r e s e a rcher s ugges t s  that g i ven the uni que nature o f  

t h e  v o l un t a r y  b o a r d  o f  di r e c t o rs in  nonp r o f i t  o rgani z a t i ons , 

boards o f  nonpr o f i t  o rgani z a t i ons mus t  annua l l y  def ine meas ures 

o f  e f f e c t i veness f o r thems e l ves at  that g i v en p o i nt in  t ime 

c ons i de r i ng the i n f o rmed and c ommi t t ed t y p o l o g i e s  r ep r e s en t ed 

on t he b o a r d . The board can t hen set  r ea l i s t i c  expe c t a t i ons 
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f o r  t he i r  own p e r f o rman c e  us ing the s t rengths o f  t he 

indi v i dua l s  who c ompose  the cur r ent board . Thi s  p r o c es s  can be 

c ondu c t ed at  an annu a l  board r e t reat  or board wo rkday and may 

br ing g r e a t e r  unders t anding and success f o r  the board as a 

who l e .  

Thi s s e ems t o  agree  w i t h  the p r e s c r i p t i v e  r e s e a r ch 

f i ndings i n  an imp o r t ant , but l imi t e d , way . What this  

r e s earcher i s  sugges t i ng i s  that each board o f  each nonp r o f i t  

o rgani z a t i on mus t  annua l l y  d e f ine e f f e c t i veness meas ures and 

r e v i ew and r e v i s e  those d e f i n i t i ons on a regu l a r bas i s . 

W i t hout t h i s  p r a c t i c e as an ongoing c omp onent o f  nonprof i t . 

organi z at i ons , we may f i nd boa rds working against the best 

i n t e r e s t s  o f  the or gani z at i ons they wish t o  s e rve . 

Impl i c a t i ons f o r  Further R e s e a r ch 

R e s e a r c h  such as t h i s  can be expected t o  r a i s e  mo re 

que s t i ons that i t  answe r s . Fur ther s t udi es o f  board membe rs ' 

p e r c e p t i ons of board e f f e c t i v eness w i t h  a l a rge s amp l ing might 

p r o v e  to be v a l uab l e when dev e l oping gene r a l  rec rui tment and 

t r a i ning s t r a t eg i es f o r  Board members . 

Addi t i on a l  r es e a r c h  on board e f f e c t i v eness shou l d examine 

the f o l l owing ques t i ons : G i v en di f f e rent t ypes o f  board 

members , how c an c ommi tment to an or gani z at i on be dev e l oped or  

r e t a i ned once peop l e  agree  t o  s e rve on a board? What t ypes o f  

t r ai n i ng c ou l d achi eve g r e a t e r  b o a r d  awa r eness of t h e  ro l es and 

r e s pons i b i l i t i es of board members? Whi ch k i nds of board 

memb e r s  wou l d  b ene f i t  f r om di f f e r ent k i nds o f  t r aini ng? 
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I n  thi s s t udy , t rus t , r espe ct , p r i de i n  the o rgani z a t i on 

and en j o yment i n  s e rv i ng on the Board w e r e  imp o r t ant e l ement s  

f o r  B o a r d  membe rs ' c ommi tment t o  the o rgani z a t i on and cont inued 

invo l v emen t on the Board . Great e r  unders tanding of  how those 

e l ements ( t rust , p r i de , r espe c t , and en j o yment ) are  dev e l oped 

on a b o a r d  and how they c ont r i but e to g r e a t e r  e f f e c t i v eness f o r  

a board need addi t i ona l r e s ea r ch . A l s o , what r o l e  d i d  

d i v e r s i t y  o f  Board members p l a y in dev e l oping t rus t , p r i de , and 

en j o yment among B o a r d  members 

Af t e rw o r d  

U p o n  c omp l e t i on o f  t h e  f i e l d  s t udy and upon r e f l ec t i on on 

t h i s  o r gani z a t i on and other nonp r o f i t  o rgani z a t i ons that this  

r es ea r cher has wo rked wi t h  for  25  years , it  wou l d  appear t hat 

the opp o s i t e  o f  an e f f e c t i v e  board f o r  a nonprof i t  o r gani z a t i on 

may n o t  be me r e l y  an i ne f f e c t i v e  board . The opp o s i t e  o f  an 

e f f e c t i v e B o a r d  may be a p r ob l emat i c  B oa r d  f o r  a nonp r o f i t  

o r gani z at i on .  The p r ob l ems s e en i n  many nonp r o f i t  

o r gani z a t i ons s t em f r om p o o r  manag ement o r  unc l e a r  

und e r s t anding and f o l l o w - t h r ough of  r o l es and r esponsibi l i t i es 

o f  boards and e xecut i v e  di r e c t o r s . 

I n  t he w o r l d  o f  t oday , as conf l i c t , f rust ra t i on and f e ar  

a r e  t he mes s ages o f t en g i ven in the head l ine s t o r i es i n  the 

medi a ,  and p o l i t i c a l  and bus i ness l eaders p r edi ct the w o r s t  

p o s s i b i l i t i e s f o r  t h e  f ut u r e , w e  c a n  l o ok t oward the nonp r o f i t  

w o r l d  t o  c on t i nue t o  f o cus o n  and exp r es s  the c a r i ng and 

c on c e rn f o r  the human race , be i t  a conti nent or one human 

b e i ng . H ou l e ( 1 9 8 9 ) says  being on a nonp r o f i t  board i s  "mo r e  
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t han a n  out l e t ;  i t  i s  a gene r a t o r  a s  we l l "  ( p .  1 6 5 ) . Thi s i s  a 

p os i t i v e  opp o r t uni t y  that we cann ot a f f o rd t o  mi suse . 
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APPEN D I X  A 

Open - Ended I n t e rv i ew Guide 

N ame of Board Member being i n t e r v i ewed -----------------------
D a t e  Time 

S e t t ing i n  whi ch i n t e r v i ew o c curs 

Gend e r  R a c e  App r o x . Age 

I n t roduce s e l f ,  g ene r a l purpose o f  i n t e r v i ew . 

1 .  a .  H ow l ong have you s e rved on thi s  Board? 

b .  How d i d  you happen t o  become a board member o f  
thi s o r gani z a t i on? 

2 .  Have you ever  s e rved on other boa rds? I f  s o ,  whi ch 
one ( s ) , when , and f o r  how l ong? 

3 .  a .  F r om y our exp e r i ence and i ns i ghts , what do you 
think the r o l e  o f  the B o a rd shou l d  be? 

b .  How we l l  do you thi nk this Board does thi s? 

c .  Why? 
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4 .  Wha t i s  your p e r c ept i on o f  the ro l e  and respons i bi l 
i t i es o f  indi v i dual  board members? Do you current l y  
do t he s e  things? 

5 .  a .  What i s  t he mos t  s i gni f i cant thing the Board has 
a c c omp l i s hed in the past  y ear?  

b .  Why do you t hi nk s o ?  

6 .  a .  What was the l e ast s i gni f i cant t hing the Board 
a c c omp l i shed this past  year? 

b .  Why do you t hi nk so? 

7 .  What i s s ues have mos t o c cup i ed the Board ' s  t ime and 
at t en t i on dur ing the past  year?  
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8 .  a .  What w ou l d  you l i ke the Board t o  do ( as a board ) 
t hat  i t  now does not do? 

b .  Why ( What might be a c comp l i shed ) ?  

9 .  What i s  the dec i s i on making process t he Board us es? 

1 0 . a .  What was the eas i es t  dec i s i on the Board had t o  
mak e  t h i s  past  y e a r ?  

1 1 . 

b .  Why? 

a .  Wha t was the mos t  di f f i cu l t de c i s i on the Board had 
to make t hi s  past  y e a r ?  

b .  Why? 



1 2 . What i s  the p o l i c y  making p r ocess the Board us es? 

1 3 . a .  L i s t  f i v e  things that you think d e f i ne an 
e f f ec t i v e  board ( i n g enera l ) ?  

b .  I n  your v i ew , i s  your board e f f ec t i ve? I f  s o , 
why? I f  not , why not?  

1 4 . Any  other  commen t s ?  

2 0 5  
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INS TRUC T IONS 

There are ezght K.:y Result Areas in this Self-Assessment : 

Key R�sult -\rea -Personal 

Key Result Area II -Board Orgamzauon 

Key 

Key 

K.:y 

Key 

Result 

R.:sult 

Result 

Result 

A rea 

Area 

.-\ rca 

A rea 

I I I  -Mee tings 

I V  �ommunzcation 

\' -D.:czszon .\1 a king 

VI -Board Staff R:l;�tionshzps 

Key Result  A r�a V I I  -The Board M.:mbershzp Process 

Key Re-sult Ar.:a V I I I -The Board 011 Work 

To measure performance in each of these areas a number of 
stand<lrds have been identified. They arc in the form of state
ments with four possible answers : 

Y-Yes : Our board is adequately functioning in 
this standard. 

N-No : Our board is not adequately functioning 
in this standard. 

P-Panially : Our board is only partially functioning 
in this standard . .  

0-Don't Know: This would sug..-st some fact finding 
and/or introspection is needed. 

Once e;�ch standard has been answered under a K..:y Result 
Area. calculat..: the number of Yes. No and P;�nzallv answers. 
pl3CC these numbers on the bottom of the last page of the 
Key Result Area and complete the necessary arithmetic. 

After all Key Result Areas arc completed. turn to the en
closed SELF-ASSESSM ENT Profile scoring sheet and: 

I .  Transfer your scores from the end of each Key Result 
Area in the monograph by circling that number in the 
appropriate KRA ( Key Result Area ) column in the 
profile scoring sheet. 

2. After the KRA columns are completed. connect the 
dots on the scoring sheet. The result is a graph or 
profile of the board of directors as you perceive it. 
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KE Y RESULT A REA I - PERSONA L 

The functions of the board are clearly defined. 

v N p 0 

I understand and accept those funcuons. 

v N p 0 

i .  Th e  roles o f  individual board members are clearly defined. 

v N p 0 

l .  I understand and accept those roles. 

v N p 0 

5. I understand the purpose and goals of mv onzamzation 
and am comfortable in discusstng them with people out
Side my orgaruzauon. 

v N p 0 

6. I support those purposes and goals both within and out
Side the orgamzauon. 

v N p 0 

7. With respect to the legal aspect of board membership, 
the board has a formal plan. supported by bylaws, 
covering board volunteer liability. 

y N p D 

8. I feel an acceptance by the board as a whole, with a 
recognition of my individuality. 

Y N P D 

9. I feel that I have the opportunity to meaningfully partic
ipate in the affairs of my organization. 

Y N P D 

1 0. I am helped to improve my lcnowtedge and skills as a 
board member and to evaluate my conrribution (perform
anc:e l to the board. 

y N p 0 

I I .  I am able -to place my organizations larger issues over 
my peBOnal feelings and wants. 

�umber of y ___ x 2 • 
�umber of N ___ x 0 -

Number of p ___ x = 

y N p D 

Number of o ___ X 0 = 
TOTAL 

TOTAL - ��  

. 't-"  
Circle appropriate number 
in the K.R.A. I column on 
the Profile Sheet. 
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KE Y RESUL T AREA II 

BOARD ORGA NIZA T/ON 

Standards 

I .  The board has a concise. yet comprehensive. set of bv
laws clearly outlining the procedures and responsibilities 
oi the board. 

v N p 0 

These bylaws have been rev1ewed in the past three years. 

y N p 0 

3. The board has enough standing committees to monitor 
the continuing business of the board. 

y N p 0 

�- There are a number of ad hoc committees or task forces 
which come into being to do a job and then disband. 

V N P 0 

5 .  There are committee commissions or outlines of respon
Sibilities ior each standing committee. subcommittee. ad 
hoc commmee or task force. 

6. These are reviewed annually . .  

Y N P 0 

Y N P D 

7. There is a clear-<:ut organizational chan of the board. 

Y N P D 

8. There is a clear-<:ut organizational chan of the staff. 

Y N P D 

9. There is a clear-<:ut organizational chart showing the 
relationship between the board and the staff organization. 

Y N P D 

I 0. All board members are on at least one committee. 

Y N P D 

1 1 .  There is a broad representation of age. race. sex. ethnic 
group. etc. on the committees and task forces of the board. 

Y N P D 

1 2. Staff with the same responsibilities as a committee or 
task force are assigned as staff support to the committee 
or task force. 

y N p D 

1 3. People who will be named to chair committees have been 
contacted and commitment made before the announce

. ment oi their appointment is made. 
y N p 0 

1 4. I feel that the present board organization allows for suf
ficient attention to the board's work. 

Y N P D 

1 5. There is sufficient opportunity for rotation of officers and 
committee chairpersons. 

y N p 0 

1 6. The limits of the powers of the Executive Committee 
are clear and in the Bylaws. 

y N p 0 



I 7. The position of board Chaifl)Crson; President 1s filled by 
fall" elecuon and is not monopolized by one individual. 

Y N P D 

18. The responsibility for supervising committee chairper
sons and for the functioning of all comminees rests with 
the Chairperson; President oi the Board oi Directors nor 
the staif. 

y N p D 

'lumber of y ___ :c 2 

'lumber of N ___ X 0 = 

'lumber of p __ .'t = 

�umber of o ___ x o 
TOTAL 

TOTAL •c:J 

t 
Circle aopropnate number 
in the K.R.A. II column on 
the Profile Sheet. 
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KEY RESULT AREA Ill - MEETINGS 

Standards 

I. The number and duration oi board meetings are ade
quate lO conduct the board's business. 

y N p D 

Board and committee procedures rollow a set pattern 
such as Robert's Rules of Order. 

y N p D 

3. ..\gendas are jointJv constructed bv the chairperson and 
the staff assigned. 

y N p D 

... Agenda approval is the first item on anv meeting agenda 
with board volunteers feeling iree to recommend amend
ments. deletions and/or additions. 

y N p D 

5. Agendas and previous mceung minutes are sent our rn 
advance. Concise backizround material is sent our to as
sist mv comprehens10n- of the issues involved. 

y N p D 

6. Minute-taking is a staff funcuon. enabling full partic
ipation by all board volunteers. 

y N p D 

7. We have adequate attendance at board/comminee meet
ings, with at least a majority of members pn:scot. 

Y N P D 

8. Staff are adequately involved in board/committee 
meetings. 

y N p D 

9. Board meetings are set well in advance with a reminder 
as each meeting approaches. 

y N p D 

I 0. Our meetings are achievement oriented. Our produc11v
ity is high. working hard at important issues. 

Y N P D 

11. Board/committee meetings begin and end on time. 

Y N P D 

12. Board meetings are for board members. In the board 
meeting, is the time spent on reports and discussion 
roughly 75 % by board members, 25 % by staff? 

Number of y ___ x 2 = 

Number of N ___ x O = 

Number of p ___ x 1 = 

Y N P D 

Number of D ___ :t O = 

TOTAL 
TOTAL ·� 

Circle appropriate number 
in the K.R.A. Ill column on 
the Profile Sheet. 



KE Y RESUL T A REA IV - COMMUNICA TIONS 

Stsndsrds 

:n the space below. list all the types of wrmcn communica
lons vour board rece1v.:s. :--lext to �ach item. place the num

Jcr ot umes the board rece1ves that parucular p1ece 1 wecklv. 
:nonthlv. tWICe a year. J.nnuallv .  -:tc. 1 .  Wri tten commumca
:lons mclude regular Items 1 such as mmutes. newsletters. J.n
nual reports I and sp.:ctal items 1 such as a newspaper ptccc 
.1bout a program I .  

I .  The board rcce1ves the above listed 1 tems on a regular 
basis. 

y N p D 
These commumcauons adcouatclv prov1de the 1niorma-
1 1 on you require to be know 1ed2eablc oi what 1s occunn2 
J.cross the organizauon . - -

y N p D 

3. The organization cames out adequate public information 
programs. 

y N p 

"· Board volunteers arc informed of these programs. 

y N p 

D 

D 

5 .  Neptive information is shared with you as well as that 
which reflects well on the organization. 

Y N P D 

6. Board volunteers pay enough visits to the facilities to 
experience programs. 

y N p D 

7. There is adcquare communication from board chairpe•
son to board volunteer. 

y N p D 

8. There is adequare communication from board volunteer 
to board chairperson. 

y N 
9. From staff chief executive to board volunteers. 

y N 

I 0. From board volunteers to staff chief executive. 

y N 

1 1 . From board to clients. 

1 2 . From clients to board. 

1 3 . From board to staff. 

1 � . From staff to board. 

I 5 .  From board to community . 

y N 

y N 

y N 

y N 

y N 

p D 

p D 

p D 

p D 

p D 

p D 

p D 

p D 
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1 6 . From board volunteer to board volunteer. 

'l umber of y ___ x 2 

y N p D 

�umber of N ___ x 0 = 
'lumber of p ___ x 

'l umber of 0 ___ X 0 
TOTAL 

TOTAL • c::;:J 

Circle appropriate number 
in the K.R.A. IV column on 
the Profile Sheet. 

KE Y RESUL T A REA V - DECISION MAKING 

Stsndsrds 

I . Decisions arc made on a broad participation basis rather 
than by a small group. 

Y N P D 

2. When decisions arc made. staff who will be affected by 
the decision arc consulted. 

Y N P D 

3. Staff are able to influence board decisions. 

Y N P D 

4. Staff provide appropriate background marerials when they 
bring matters to the board. 

y N p D 

S .  The decision-making process is designed to mouvate 
those who must carry out the decision. 

y N p D 

6. Board volunteers are aware of the problems their de
cisions might create at the lower levels of the orpnization. 

Y N P D 

7. Staff conscientiously attempts to implement board 
decisions. 

y N p D 

8. Staff accepts a negative decision by the board and acts 
within the board's directives . 

y N p D 

9. The board monitors imp lementation of their decisions. 

y N p D 

1 0. Decisions made arc congruent with the stated goals and 
objectives of the organization. 

y N p D 

1 1 . Staff arc careful to malcc decisions only within their 

authority . 

y N p D 



1 2. I n matters brough t be tore t h.: board. there 1s a balance 
between those matters which arc rererrcd bv star t  t pro 
forma 1 a nd those which onginatc 1n the board. 

y p D 
1 3 . The .:xecutive committee iuncuons well and docs not  

1mpange on the board's authonty. 

y p D 

[ 4 .  When the cxccuuve com m i t tee meets . 11 reports r u l l v  ar  
th.: no;t  board mct:ttng on Its act1ons. 

y N p D 

1 5 .  Th.: board i.:ds ir.:.: to n.:v.:rs.: any acuon taken bv th� 
.- .,ecuuve commltt..:.:. 

y p 

1 6. :-<�w and innovauv.: i d.:as a r.: h.:ard w n h  op.:nness. 

y N 

Th.:rc t' cont1nu1ty w i t h  the dt:CISIOns oi the pas t .  

y 

p 

p 

D 

D 

D 

: �. \\ hc·n J..:C1S1ons a re made. n .: x t  ,t.:os arc out l tned with 
tJnz..:t dates. r"pons1bl i  ni..:s . 1r..:  �'s 1gn..:d an<.J . 1  rc· v 1.:w 
1s  s

-
chcdul..:d. 

y N 

1 9 . .Ad.:quatt: data is available to make dec1sions. 

�umber of y ___ x 2 

:-.lumber of N ___ x 0 

"lumber of p ___ x I 

y N 

p 

p 

�umber of 0 ___ x 0 = 
TOTAL 

D 

D 

TOTAL ·Q 

Circle appropnatc number 
in the K.R.A. V column on 
the Profile Sheet. 
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KE Y RESULT A REA VI 
BOARDIST A FF RELA TIONSHIPS 

Standards 

I .  There 1s a clos.:. trustiul and harmon1ous relationship b.:
tw.:en the· cha1rp.:rson or th..: board and the staif ch1d 
; x�cuuv : . 

y N p D 

Th.:re 1s a close. trustful and harmon1ous relationship b..:
rween the cha1rpc·rsons or th..: commm.:.:s and the staif 
.1ss1gn..:d as support. 

y p D 

3 .  A l thouch the start chid occut1v.: 1s the principal liaison 
bet...,wn board �nd starr. there .: X tsts a comiortabk. trust
ful relationsh i p bctw.:.:n hoard volunteers and staif 
mem bc·rs.  

y p D 

4. There ar.: adc!quate opportuniti.:s ior dfective two-wav 
;ommun tcauon betwec·n board and ;taft. 

y N p D 

Th.: ho:1rd ..:.,.:retsc·s th.: nght degre.: oi authority over th.: 
'tJrf c h 1..: r  ... : x...:cuuv�..: . 

y N p D 

li. I have never been approachc·d hv a staff person outside 
oi th.: prop..:r channels to influence a decision. 

Y N P D 

7. Th.: diffen:nce h..:tween policy and implemcnration is 
clearly understood and accepted by board and staff. 

Y N P D 

8. Crossovers hy board or staff into t he . other's
.
n."Sponsibil

itics ar.: handled immcdiatelv and diplomatically. 
Y N P D 

9. Th.: distinction between a board volunteer's ad�ry and 
trustee roks is ckarly under.;tood and accepted by board 
and staif. 

y N p D 

1 0. Tho.: board has a formal m.:thod of �pprnising the p..:r
formancc or the stati chid ex..:cuuvc i n a fair and time!\· 
fashion. 

y N p D 

1 1 . There is an understood and accepted staff grievance 
procedure. 

y N p D 

1 2. Is there a clear definition of the authority ddegatcd to 
the staff chief :xccutiv:' 

y N p D 

�umber of y ___ :t 2 

'<umber of N ___ :t 0 

:--:umber of p ___ x l 

'>: u mber of o ___ :( 0 

TOTAL 
TOTAL 

Circle appropriate number 
i n  the K.R.A. Vl column OD 
t he Profile Sheet. 



KE Y RESUL T A REA VII 
THE BOARD MEMBERSHIP PROCESS 

St•nd•rds 

l .  There are criteria set
. 

up for the types of board volun
teers required to achieve the worlc of the board. 

y N p 0 

2. Individuals are selected and recruited based on these 
critena. 

y N p 0 

3. These critena relate directly to goals and objectives of 
the organization. 

y N p 0 

�. The board has in writing: 

• a recruitment procedure 
y N p 0 

• an orientation program 
y p 0 

• a continuing education program 
y N p 0 

• a recognition procedure 
y N p 0 

• a separation procedure 
y N p 0 

5. The new board volunteers receive a manual clearly out
lining their responsibilities, staff responsibilities, budget, 
purposes. goals. objectives, and board and staff organ
izational charts. 

Y N P D 

6. The board elects its members to a specific: term. 

y N P 

7. A third of the board stands for re-election each year. 

y N P 

D 

D 

8. There is a limit to the number of terms a board member 
may serve. 

Y N P D 

9. If there is a provision limiting the number of terms of 
re-election, an individual can be re-elected after a speci
fied time. 

Y N P D 

1 0. There is a process for evaluating the performance of 
board memben. 

y N p D 

I I . Ethnic:. racial and other minority groups are represented 
in proportion to the organization's constituenCy. 

Y N P D 

1 2. The board has a pool of qualifJCd people available to 
fill vacancies. 

y N p D 

1 3 .  There is an appropriate blend of veteran and new board 
memben. 

y N p 0 

1 4. The method of appointing the nominating committee is 
clearly defined and understood by the board. 

Y N P D 

2 1 2  

1 5 .  Board members have the opportunity to participate in 
local. state. regtonal and nauonal traming programs. 

Y N P 0 

1 6. There is a board committee responsible for the board 
membership process. 

y N p 0 

1 7 . A board volunteer's performance is appraised at the 
expiration of the designated term. with inactive mem
bers diplomaucally asked not to stand for re-election. 

Y N P 0 

1 8 . You are influential in the board membership process. 

Y N P 0 

1 9 . The entire board participates in the board membership 
process. 

y N p 

20. Staff can influence the board membership process. 

y N p 

'<umber of y ___ :t 2 

:-<umber of N ___ x 0 

:-<umber of p ___ x l 

:-<umber of o ___ X 0 TOTAL 

0 

0 

TOTAL • c:;:J 

Crrcle appropriate number 
in the K..R-A. VU column on 
the Profile Sheet. 

KEY RESULT A REA VIII 
THE BOARD A T  WORK 

St•nd•tds 

1 .  The board has a comprehensive five-year plan outlining 
where the organization ought to be in the future. 

Y N P D 

2. The board has an annual plan that is in harmony with 
the long-range plan. 

Y N P D 

3. The board does its planning before initiating budget 

pnx:ess. 
y N p D 

4. There is adequate staff assistance for clerical work. data 
gathering, etc. 

y N p 

5. Board volunteers are generally ac:c:essible to staff. 

y N p 

0 

D 

6. Staff share relevant information with the board even 
though it may reflect negatively on staff work. 

Y N P 0 

7. Board volunteers iulfill their commitments. 

y N p D 



s. The board i.s wtlling to discuss and take acuon on con
trovemal issues. 

y N p 0 

9.  There IS an adequate and definite process 
lecuon to factlitate board decisiOn making. 

for data col-

y N p 0 

1 0. Board meetmgs reflect free :1nd w tde-ranging discumons. 
full parucipauon and respect for divergent opmions . 

Y N P 0 

I I . Board mceungs generallv focus on policv. r�vtew. cVJI· 

uauon. r�ports oi committees and task forces . 

y N 0 

1 2. :'¥1embers of the board / committee accept other board 
members and appreciate their s t rengths while under
stand ing their weaknesses . 

y N 0 

1 3 . If board volunteers find themselves in a m inoruv post· 
tion. thev support the ma joruv posuion as long as thev 
remam a part ot the boa rd . 

1 4. Rouune matte rs 
diSCUSSIOn. 

Jre hand led 

y 

without 

y 

N 0 

t ime-taking 

N p 0 

1 5 .  Minutes of board ;md committee meetings are ci rculated 
to board volunteers. 

y N p 0 

1 6. ReportS of committee meetings arc made to the board in 
a timely f:�Shion. 

y N p 0 

1 7. The work of the committees is coordinated and monitored 
by the executive committee or board. 

y N p 0 

1 8 . The board is composed of cultur.�lly-div.:rsc individuals. 

Y N P 0 

1 9. The board is composed of culturally-diverse individuals. 
and they have been tr.Jincd to work together. 

Y N P 0 

20. Board volunteers arc able to communicate within each 
others' experience. giving full respect to each others· 
values . 

y N p 

2 1 .  The board is adequately aware of ethnic concerns. 
y N P 

0 

0 

How a re differences and disa2reemcnts between board 
volunteers handled? ( Circle one and add point value 
to total. ) 

Point Value 

a. Disagreements are usually i gnored. 
b. Sometimes disagreements arc accepted and 

worked through. sometimes they arc ignored. 

c. Disasrreements are usuallv accepted as 
neceSsary and desirable a"nd worked through . 

0 
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2 3 .  How are d tsav:rccmems between staif and board volun
teers handkdry· ( Circle one :1nd add pomt value to total. ) 

a. Disagreements are usually ignored. 

b. Someumes disa1zreemcnts arc Jccepted and 
worked through. som.:umes thev ar� i gnored. 

c .  Disa2r.:ements are usuallv acceotcd as 
nece.�s:Hv and d�sirabk a

·
nd wor�cd through. 

0 

:-+.  Board ,-oluntc�rs are awa re· lli and accept the board 
iuncuons. t Funcuons �re rcsponstbllitics oi the board 
as a "' hole. l 

y N 0 

: 5 .  Board volunteers arc awan: oi and acc.:pt the board vol
unteer roles. ( Roles ar.: rcsponstbilities or individual 
board m.:mbcrs. ) 

y N 0 

26 .  Board volunteers ar.: aware or and accept the st:Jif 
functions. 

:8 .  

29. 

y N 0 

Board \ Ol unte�:rs ar.: aware or and accept the staff roles. 

Y N P 0 

Individual board volunt�crs do not attempt to r�pres.:nt 
the board outstde of board meetings without board 
sanction. 

y N p 0 

The board considers issu�s on the local. state, regional 
and national h:vds within the organiution's purpose. 

Y N P 0 

30. Board volunteers support staff if they arc unjustly 
criticized. 

y N p 0 

3 \ .  The board conducts a review annua lly of its own work. 
Y N P 0 

3 2 .  The board collaborates with other agencies in the com· 

munity and is f:�miliar wtth their programs and activities. 

3 3 .  

Y N P 0 

The board has scheduled its own continuing education 
programs. including at kast one mecung annually wtthout 
the pressures of a formal board or commntce busmess 
meeting. 

. Number of y ___ x 2 

Number of N--- x 0 = 
�umber of p ___ x = 

y N p 

�umber of D--- x 0 TOTAL 

0 

TOTAL ·Y 

Circle appropriate number 
in the K.R.A. VIII column 
on the Profile Sheet. 
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APPEND I X  C 

Ana l ys i s  o f  B o a rd o f  Di r e c t o r s  S e l f As sessment Survey 

A f t e r  many f o l l ow - up r eques t s , o f  the 2 6  s e l f - assessment 
surveys d i s t r i buted , on l y  1 2  surveys w e r e  returned . ( N o t e : 
one B o a r d  member was not  capab l e  o f  c omp l e t i ng the survey . )  

O f  those  who r es ponded ( 5  WF , 8 WM , 9 BF , 1 2  WF , 1 3  WF , 
1 4  BM , 1 6  BF , 1 8  WF , 2 0  WM , 2 1  BF , 2 3  BM , 2 4  WM ) 

7 f ema l es r esponded 
5 ma l es r e s p onded 
6 w e r e  board members f o r  over three years 
6 w e r e  board members for  l es s  than three years 
7 are on the E x e cut i v e  C ommi t t ee ( o f 9 members ) 

Ra t i ng Code : G = a g o od board 
F = caut i on ahead 
p = much work needs t o  be done 

NR = n o  res pons e 

The highest number of B o a rd members agreed ( 1 0 out o f  1 2 ) 
that the B o a r d  membership p r ocess the o rgani z a t i on uses was 
G ,  good . The other two respondants indi c a t ed F .  

Two a r eas w e r e  r a t ed G by 7 5% ( 9 ) o f  those responding : 
P e r s onne l  9 -G 3 - F  
Me e t i ngs 9 - G  3 - F 

These a r e a s  w e r e  r a t e d  P 
B o a r d  o rg ani z at i on 
C ommun i c a t i on 
Deci s i on Mak i ng 

by 2 5% ( 3 )  o f  those responding : 
3 - P  4 - F  5 - G  
3 - P  2 - F 6 -G 1 -NR 
3 - P  2 - F 7 - G 
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O f  8 Key Resu l t  Areas ( KRA ) - B o a rd Members Overa l l Rating 

P e r s on 9 1 8  1 2  8 2 1  2 4  1 6  5 2 0  1 4  2 3  1 3  

5 G  7 G  7 G  8 G  6G 6G 1G 2G SF 3G 6G SG 
1P 1F 1F  2 F  2 F  3F  4F 1F 1F 
2 F  3 P  2 P  4 P  1 P  

1NR 

G = Good ; F = Caut i on ,  P i t f a l l s  Ahead ; P = Much Work N eeds 
t o  be  Done ; NR = No Response 

Two Board members gave a l l  G 
One B o a r d  memb e r  gave a l l F 

Of the t o t a l  r esponses f r om a l l  
6 7  Good = 7 0 . 0 % 
1 7  Fai r = 1 8 . 0 % 
1 1  P o o r  = 1 1 . 5% 

1 NR 

1 2  surveys ( 9 6 respons es ) : 
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S c o r es f r om Se l f - As s essment Surveys 
( c omp l e t ed by 12 o f  the mos t  a c t i v e  Board members ) 

KRA 9 1 8  1 2  8 2 1  2 4  1 6  5 2 0  1 4  2 3  1 3  

1 2 2  2 0  2 2  2 0  2 2  2 0  1 7  1 9  1 8  2 0  2 2  2 0  
G G G G G G F F F G G G 

2 3 6  3 2  3 2  3 6  3 0  3 1  2 2  2 3  2 9  2 5  2 8  3 2  
G G G G F F p p F p F G 

3 2 4  2 1  2 4  2 4  2 2  2 1  1 8  1 9  2 0  2 4  2 2  2 3  
G G G G G G F F F G G G 

4 3 0  3 0  2 8  3 0  2 5  3 1  2 2  2 6  1 6  2 3  2 9  
G G G G F G p F p p G 

5 2 8  3 5  3 2  3 8  3 8  3 7  2 8  3 6  3 2  2 8  3 8  3 6  
p G F G G G p G F p G G 

6 1 7  2 0  2 2  2 4  2 3  2 2  2 0  1 9  1 8  2 0  2 3  2 1  
F F G G G G F F F F G G 

7 4 0  4 0  4 2  4 0  3 5  2 9  4 0  3 5  2 9  3 6  4 4  4 1  
G G G G G F G G F G G G 

8 6 0  6 3  6 2  6 4  6 3  6 1  4 2  5 8  5 6  5 2  6 1  6 2  
F G G G G G p F F p G G 

1 2 3 4 5 6 7 8 9 10 1 1  1 2  

G = Good ; F = Fa i r ;  p = Poor ; NR = N o  Response 

Ranges 

1 2 3 4 5 6 7 8 
G 2 2 - 2 0 3 6 - 3 2  2 4 - 2 1  3 0 - 2 8 3 8 - 3 5  2 4 - 2 1  4 0 - 3 5  6 6 - 6 1  
F 1 9 - 1 7 3 1 - 2 6  2 0 - 1 7 2 7 - 2 4  3 4 - 2 9  2 0 - 1 7  3 4 - 2 9  6 0 - 5 3  
p 1 6 - 1 2 5 - 1 1 6 - 1 2 3 - 1 2 8 - 1 1 6 - 1 2 8 - 1 5 2 - 1 



1 .  

2 .  

3 .  

4 .  

5 .  

6 .  

7 .  

8 .  

G = 

F = 

p = 

NR = 

Board o f  Di r e c t o rs 
Ra t i ngs f r om 1 2  Members 
S e l f -Assessment Survey 

P e r s onne l - 9 
r e l a t ed t o  board members 3 

Board Organi z at i on - 5 
r e l a t e d  t o  board members 4 

3 

Meet ings - 9 
r e l a t e d  t o  e f f i c i ency at  3 
Board mee t i ngs 

C ommun i c a t i on - 6 
r e l at ed t o  i n f o rma t i on f l ow 2 

3 
1 

Dec i s i on Maki ng - 7 
r e l a t ed t o  how deci s i ons 2 
a r e  made 3 

Board/ S t a f f  R e l at i onshi ps 6 
6 

B o a rd Memb e r s h i p  P r o c ess - 1 0  
r e l a t e d  t o  r e c rui tment , 2 
e l e c t i on ,  e t c . 

Board a t  Work - 7 
r e l a t ed t o  p l anning and 3 
imp l ement i ng Board w o rk 2 

Good Board 
Caut i on - P i t f a l l s  Ahead 
Much Work N e eds t o  B e  Done 
N o  Response 
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- G 
- F 

- G 
- F 
- p 

- G 
- F 

- G 
- F - p 
- NR 

- G 
- F 
- p 

- G 
- F 

- G 
- F 

- G 
- F 
- p 
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APPEND I X  D 

COD I NG SY STEM 

I n  p r epa r a t i on f o r  c a t e g o r i z i ng and data ana l ys i s , a c od i ng 
s y s t em was d e v e l oped t o  a l l ow f o r  easy r e f e rence t o  the 
o r i g i na l t r ans c r i p t s . 

Uni t i z i ng E a ch int e r v i ew was i n i t i a l l y  coded w i t h  a random 
i n t e rv i ew numbe r  t o  a i d  i n  the c on f i dent i a l i t y  and then 
i d ent i f i ed by r a c e  and g ende r . Each i n t e r v i ew was then read 
to i dent i f y i nd i v i dua l uni t s  o f  i nf o rma t i on that represented 
s e p a r a t e  c omp l e t e  thought s . Each uni t  o f  each int e r v i ew was 
ma rked and numbered i n  s equence . C op i es o f  a l l int e r v i ews 
w e r e  t hen made . Orgini a l  copi es were  saved i n  one binde r 
whi l e  t he s e c ond copies  were  cut and p as t ed on i ndex ca rds 
w i t h  the indi v i dua l coding p l a c ed on the upp e r  r i ght hand 
c o rner of each i ndes card . I ndex c a rds w e r e  p l aced i n  c a rd 
f i l e s und e r  c a t eg o r i es and subcateg o r i es . 

H ow t o  Read the Codes 

I nt e rv i ew = I n t  
Race = B ( B l ack } , W ( W hi t e )  
G ende r = M ( Ma l e } , F ( Fema l e )  
Uni t Numb e r s  = # n  i n  s equent i a l  order beg i nning w i t h  1 

Examp l e :  
I nt 1 WM # 1  = I nt e r v i ew 1 ,  Whi t e  M a l e ,  uni t  number 1 

Meet i ng t r ans c r i p t s , f i e l d  notes  and documents were  revi ewed 
as p a r t  of the t r i angul at i on p r ocess to con f i rm or  to l ook 
f o r  c on f l i c t ing s t a t ement s . Thes e r e c ords were kept in 
s epa r a t e  binders and l abe l ed Meet i ng Notes  ( M ) , Fi e l d  N o t es 
( F ) , and Document s  ( D ) . 
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APPEND I X  E 

GENERAL DEC I S I ON RULES 

I n - depth i nt e rvi ews a r e  used as the base of dev e l opment o f  
a l l c a t e g o r i es and subcat ego r i es . 

Categ o r i es mus t  be d i s c r e t e . Di f f e r ences among categ o r i es 
need t o  be  bo l d  and c l ea r . 

Subcat ego r i es mus t r e l a t e  di rect l y  and s p e c i f i c a l l y  t o  the 
c a t e g o r y  yet be abl e to s t and a l one in meaning . 

Data  uni t s  do not have t o  be d i s c r e t e  and may be used i n  
mo re than o n e  s ubcateg o r y . 

Obs e r v a t i ons , me et i ng n o t es , w r i t t en ma t e r i a l s  and board 
s e l f assessment survey r esu l t s  a r e  used t o  c r oss - check what 
is s a i d  and i n f e r r ed f r om int e rv i ews checking f o r agr e ement 
and d i s ag r e ement . 

CATEGORY AND SUBCATEGORY DEC I S I ON RULES 

SETT ING AND CONTEXT : i n c l udes a l l demog raphi c ,  backgr ound 
and env i r onmen t a l  f a c t o rs of the o rgani z a t i on and i t s  board . 

Sub c a t ego r i e s 

Demographi cs : i n c l udes a l l  that r e l ates t o  s i z e ,  age , 
r a c e , g ende r  d i s t r i but i on and other v i t a l  s t a t i s t i c s of 
board members . 

T ime on B o a rd : i n c l udes a l l r e f e r ence t o  l ength o f  t ime 
spent on thi s Board . 

P r ev i ous Know l edge o f  Organi zat i on : inc l udes a l l 
r e f e rences t o  p r evi ous know l edge o f  o rgani z a t i on , Board 
membe r s , and / o r  s t a f f . 

How Rec rui tment Occur red : i n c l udes a l l r e f e r ences to  how 
and whe re Board members were  asked to j o i n  the Board , 
and what was s a i d . 

Who Rec rui t ed I ndividua l Board Membe r : i nc l udes a l l 
p e r s ons named as being i nv o l ved wi th the B o a rd members 
r e c rui tment . 

Mot i vati on f o r  Agr ee i ng t o  Serve on Board : i n c l udes a l l 
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r e f e r ences t o  why Board memb e r  a g r e ed . 

Motivat i on f o r  Serv i ng : i nc l udes a l l r e f e rences t o  why 
B o a r d  members con t i nue to s e rv e  on the Board and the 
bene f i t s they i ndi c a t e  i n  s e r v i ng . 

Board Member At tendanc e :  inc l udes a l l r e f e r ences t o  
r equi r ements , r e s p ons i b i l i t i es and f e e l i ngs about Board 
memb e r s  a t t endance at meet i ngs . 

Locat i on o f  Organ i z a t i on :  inc l udes a l l r e f e rences t o  the 
phys i c a l  s i t es ( s )  wher e  the o rgani z at i on i n  l o c a t ed . 

Time Cons t raint s : i n c l udes a l l r e f e rences t o  the 
p r o b l ems board members express w i t h regard to t ime 
i s sues r e l a t ed t o  being on the Board . 

PROCE S S / OPERAT I ON S : i nc l udes a l l r e f e rences the r e l a t e  t o  
o rgani z a t i ona l and Board f unc t i oning . 

Subc a t ego r i es 

Manag e r i a l  I s sues : i n c l udes a l l r e f e rences t o  manag ement 
of the o rgani z a t i on , the Board and other r e f e rences t o  
management i n  genera l .  

P rog rams /Work o f  Organi z at i on : i n c l udes a l l r e f e r ences 
to the prog rams the o rgani z a t i on i s  current l y  eng aged i n  
as w e l l as o t h e r  w o r k  r e l a t ed i ssues f o r  the 
o rgani z a t i on .  

Poor Board Management Examp l es :  i n c l udes a l l r e f er ences 
to i ns t ances and e x amp l es c i t ed o f  poor  B o a rd manag ement 
p r a c t i c es in this  o rgani z a t i on or other o rgani z a t i ons . 

Board Meetings : i nc l udes a l l gen e r a l  r e f e rences t o  Board 
mee t ings . 

ComRd t t e e  Meet i ngs : i n c l udes a l l gene r a l  r e f e r ences t o  
the C ommi t t ees o f  the Board . 

Execut i ve Commi t t ee : i nc l udes a l l r e f e r ences t o  the work 
o f  the E x e cut i ve Commi t t e e  and its  meet i ngs . 

Nominat i ng Commi t t e e : i n c l udes a l l r e f e rences t o  the 
work o f  the N omi na t i ng Commi t t e e  and i t s  meet i ngs 
e x c l udi ng the quo t a  s y s t em .  

L ong Range P l anning Commi t t ee : i nc l udes a l l r e f e rences 
t o  the work of the L ong Range P l anni ng Commi t t ee and i t s  
mee t i ngs . 
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Finance Commi t t e e : inc l udes a l l r e f e r ences t o  the work 
of the F i nance Commi t t ee and i t s  meet ings . 

Agency Servi ces Commi t t ee : i n c l udes a l l r e f e r ences t o  
t h e  w o r k  o f  t h e  Agency S e r v i c e s  Commi t t e e  and i t s  
mee t i ngs . 

Dev e l opment Commi t t e e : inc l udes a l l r e f e r ences t o  the 
w o r k  o f  the Commi t t e e  and i t s  mee t ings . 

Funding : i n c l udes a l l r e f e r ences t o  a l l aspects o f  f und 
r a i s i ng f r om c ommun i t y  f unde r s , i ndi v i dua l donors , 
s p ec i a l  events , gove rnment g r ant s , f oundati ons and 
requi r ement s  f o r  cont r i but i ons by Board membe rs . 

P l ann i ng : i n c l udes a l l r e f e rences t o  overa l l p l anni ng , 
and l ong r ange p l anning i s sues and concerns f o r the 
o rg ani z a t i on and the Board . 

Quota Sys t em :  i nc l udes a l l r e f e r ences t o  the f o rma l and 
i n f o rma l quota s y s t em f o r  Board rec rui tment of men and 
women and b l ack and whi t e  membe rs . 

Dec i s i on Maki ng : i n c l udes a l l r e f e r ences t o  how 
d ec i s i ons a r e  made f o r  the o rg ani z a t i on on the Board and 
e x amp l es of the deci s i on maki ng p r ocess . 

P o l i cy Maki ng : inc l udes a l l r e f e rences t o  how po l i c y i s  
d ev e l oped f o r  t h e  o rgani z a t i on and examp l es of cur r ent 
po l i c i es . 

L I NKAGES / RELAT I ONSH I PS : i n c l udes a l l r e f e rences t o  
i n t e r a c t i ons among and between Board members and s t a f f  and 
wi th o t he r  o rgani z at i ons and ent i t i es . 

Sub c a t ego r i es 

Board/ S t a f f  Re l at i onships : i n c l udes a l l r e f e r ences t o  
B o a r d  and s t a f f  i n t e r ac t i ons . 

S oc i a l i za t i on :  i n c l udes a l l r e f e r ences t o  Board memb e rs 
s o c i a l i z i ng as w e l l as wi shes f o r mo r e  o r  l ess 
s oc i a l i z a t i on o f  Board members . 

P o l i t i cs : i nc l udes a l l di r e c t  r e f e rences t o  po l i t i cs on 
the board and po l i t i ca l  s i t uat i ons between the Board and 
other  o r gani z a t i on exc l uding St . J ames . 

Other Organ i z a t i ons : i nc l udes a l l r e f er ences t o  other 
nonp r o f i t  o rgani z a t i ons B o a rd members have had know l edge 
o f  and i nv o l v ement w i t h  e x c l uding St . J ames . 
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PH I LOSOPHY : i nc l udes a l l r e f e rences t o  what Board members 
g en e ra l l y  be l i ev e  and und e r s t and that r e f l ects  the i r  v a l ues 
by chi e f l y  s p e cu l a t i v e  means . 

Sub c a t ego r i es 

Mi s s i on o f  the Organi z at i on : i n c l udes a l l r e f e rences t o  
t h e  cur r ent mi s s i on o f  the organi z at i on and concerns and 
sugg es t i ons f o r  poss i b l e changes in the organi z at i ons 
mi s s i on . 

Future o f  Organi z at i on : i n c l udes a l l r e f e r ences t o  
s p e cu l a t i on o n  what the f uture o f  t h i s  or gani z a t i on 
might be . 

Phi l os ophy o f  B o a rds ( Genera l ) :  i n c l udes a l l r e f e r ences 
t o  gene r a l  specu l a t i on o f  the purposes o f  boa rds . 

Phi l os ophy o f  Chi l dr en : i n c l udes a l l r e f e r ences t o  
be l i e f s  about chi l d r en and chi l dhood . 

Phi l o s ophy o f  L i f e :  i ncudes a l l r e f e r ences t o  qua l i t y o f  
l i f e  i s sues t h a t  r e f l e ct be l i e f s  and v a l ues . 

Phi l os ophy o f  H ow t o  Manag e : i nc l udes a l l r e f e r ences t o  
gene r a l  specu l a t i on o n  how t h e  manage a n  o rgani z a t i on 
and p e op l e .  

C ommi tment t o  the Organi z at i on : inc l udes a l l r e f e r ences 
demons t r a t i ng i nd i v i dua l  Board members commi tment to  the 
o rgani z a t i on .  

B o a rd Types : i nc l udes a l l r e f e rences t o  specul a t i on and 
sugg es t i ons as to t ypes of i nd i v i dua l s  who shou l d  be put 
on the B o a r d . 

ORGAN I ZAT I ONAL ACT I V I T I ES AND EXPER I ENCES : inc l udes a l l 
r e f e rences t o  speci f i c  o rgani z at i ona l and Board s i tua t i ons , 
i n c i d ent s , a c t i vi t i es and event s . 

Sub c a t ego r i es 

s t . J ames ' s :  i nc l udes a l l r e f e r ences t o  the St . James 
o rgan i z a t i on .  

L e a s t  Imp o r t ant : i n c l udes a l l r e f e r ences t o  the ques t i on 
what i s  t he l east imp o r t ant thing the B o a rd does . 

Mos t I mp o r t ant : i nc l udes a l l r e f e rences t o  the ques t i on 
wha t i s  the mos t  imp o r t ant thing the Board does . 
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Bus i ne s s  C on t r a c t s : i nc l udes a l l r e f erences t o  poss i b l e 
e xpans i on o f  the o rgani z a t i on thr ough pursuing furthe r  
bus i nes s . 

A I D S  P o l i c y : i n c l udes a l l r e f e rences t o  the dev e l opment 
o f  the A I DS po l i c y . 

Ret re a t s  and I ns t i tutes : i n c l udes a l l r e f e r ences t o  the 
B o a rd r e t reats  and past and current Board i ns t i tutes . 

B o a r d  T r ai n i ng : i nc l udes a l l r e f e rences t o  f o rma l Board 
t ra i n i ng and other r e l a t ed comment s  that i n f e r  i n f o rma l 
t r a i n i ng . 

S p ec i a l  Event s : i ncudes a l l g en e r a l  r e f e rences t o  Board 
s pe c i a l  events and speci f i c  r e f e rences t o  actua l  spec i a l  
events c onduc t ed o r  p l anned or  and b y  the Board 
e xc l ud i ng the Board ret reats and the Board ins t i t ut e . 

Uni quene s s  o f  Organi z at i on :  i nc l udes a l l r e f e r ences or  
i n f e r ences t o  what makes the o rgani z a t i on and its  Board 
uni que . 

EVALUAT IVE P ERCEPT I ONS : inc l udes a l l r e f e rences and 
i n f e rences s t a t ed f r om the p a r t i c i pant s point of v i ew as to 
what is o c c u r r ing , what is the va l ue of it and why , and what 
shou l d  occur and why . 

Subc a t ego r i es 

A s s e s sment o f  B o a r d : i ncudes a l l g en e r a l  r e f e r ences and 
i n f e rences on the me r i t  of the Board . 

Respons i bi l i t i es o f  Board : i n c l udes a l l r e f e rences and 
i n f e r ences to res pons i bi l i t i es of the Board as a who l e .  

Ass e s sment o f  I ndivi dua l B o a rd Member s : inc l udes a l l 
r e f e rences an i n f e rences on the w o r t h  o f  i nd i v i dual  
B o a r d  members . 

Responsi b i l i t i es o f  I nd i v i dual B o a rd Memb e r s : inc l udes 
a l l r e f e rences and i n f e rences to s p e c i f i c  
r es p ons i b i l i t i es o f  i ndi v i dua l s  who s i t  o n  the Board . 

Ro l e  o f  Board : i nc l udes a l l r e f e rences and i n f e r ences t o  
the f o rma l and i n f o rma l behav i o r s  o f  the B o a rd a s  a 
who l e .  

Ro l e  o f  t he I ndi v i dua l Board Membe r s : inc l udes a l l 
r e f e r ences and i n f e rences t o  e x p e c t ed and unexpe c t ed 
i nd i v i dua l behav i o r  of speci f i c  Board members above and 
beyond the r o l e  of the f u l l Board . 
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Ro l e  o f  t he Execut i v e  Di rector  i n  Re l a t i on t o  the B oard : 
i n c l udes a l l r e f e r en c es and i n f e r ences as t o  the 
behav i o r  pa t t e rns o f  the E xecut i v e  Di r e c t o r  as they 
r e l a t e  to the B o a rd . 

Ro l e  o f  Cha i rman : inc l udes a l l r e f erences and i n f e r ences 
as to the behav i o r  o f  the c u r r ent and past Board 
Chai r p e r s ons . 

Ro l e  o f  Staf f : i n c l udes a l l r e f e r ences and i n f e r ences as 
t o  the behav i o r of s t a f f  ( o ther than the Execut i v e  
Di r e c t o r ) as i t  r e l ates t o  t h e  Board . 

Does the Board Ful f i l l  I ts Ro l e  and Respons ibi l i t i es? : 
i nc l udes a l l r e f e r ences t o  this  di r e c t  ques t i on asked o f  
a l l B o a r d  membe rs . 

Board E f f ec t i v enes s : i nc l udes a l l r e f e r ences t o  d e f ining 
B o a r d  e f f ec t i veness . 

I s  Thi s B oard E f f ec t i ve? : incudes a l l r e f e rences t o  thi s  
di r e c t  ques t i on asked o f  a l l B o a rd members and 
i n f e r ences and e x amp l es f r om other comment s  made by 
B o a r d  membe r s . 

OTHER : i nc l udes those uni t es of i n f o rma t i on that do not f i t  
i n t o  the s i x  ma j o r  cat ego r i es es t ab l i shed . 

Sub c a t ego r i es 

S e l f D i s c l osur e : i nc l udes a l l r e f e rences t o  areas that 
the Board members express the i r  f e e l i ngs about that are 
not part o f  thi s r e s earch . 

Obse rver C omments :  i n c l udes speci f i c  OC that the 
i n t e r v i ew e r  made dur ing the i n t e r v i ews that r equi red 
f o l l ow - up . 

Unre l at e d  Uni t s : i nc l udes a l l r e f e r ences t o  unr e l a t ed 
c omment s  made dur i ng the int e r v i ews . 

Frus t ra t i ons : i n c l udes a l l  r e f e r ences that r e l a t e  t o  
gene r a l  f rus t r at i ons o f  the p e r s ons i n t e r v i ewed . 
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Sunny L i nk ( I nt 1 )  app r o x i mat e l y  4 8  years  o l d ,  i s  a 

whi t e  ma l e  who i s  chi e f  e x ecut i v e  o f f i c e r  o f  a sma l l 

eng i n e e r i ng f i rm based i n  a suburban a r e a  ad j acent t o  the 

c i t y .  H e  is a t a l l ,  s l ender qui et  man who is v e r y  bus y and 

a c t i ve l y  invo l v ed wi th h i s  bus ines s . Our i nt e r v i ew took 

p l a c e  i n  h i s  o f f i c e on J anua r y  1 5  at 1 0 : 30 a . m .  He was 

i n t e r rup t ed by phone c a l l s  s e v e r a l  t imes dur i ng our mee t i ng . 

He had been asked t o  s e r v e  on this  Board by a f o rmer Board 

memb e r  and p e rs on a l  f r i end and has just comp l e t ed his  f i rs t  

y e a r  o n  t he Board . H e  and hi s f ami l y  a r e  a c t i v e  in church , 

another n onp r o f i t  o rgani z a t i on that i nv o l ves his  chi l d r en , 

and s a i l bo a t i ng . H e  i s  r a t ed as uni nf ormed/c ommi t t ed by the 

E xecut i v e  Di r e c t o r  and the res earcher 

Dan M a r c h  ( I nt 2 )  app r o x imat e l y  3 0  years  o l d ,  i s  a 

whi t e  s i ng l e ,  hands ome bus i nes sman who heads up a succes s f u l  

r e g i ona l o f f i c e f o r a r e a l  es t a t e  dev e l opment f i rm .  H i s  

o f f i c e  i s  i n  a suburban a r e a  ad j a c ent t o  t h e  c i t y  whe re our 

i n t e r v i ew mee t i ng t ook p l a c e  on J anua r y  3 0  at 8 : 0 0 a . m . He 

was invi t ed to s e rv e  on the Board a f t e r  mee t i ng the 

E xecut i v e  Di r e c t o r  a t  a c i v i c  c l ub mee t i ng and has s e rved on 

the B o a rd f o r  three y e a r s . Dan has a hi s t o r y  o f  

v o l un t e e r ing w i th y oung p e op l e ,  f ee l s  a s t r ong commi tment to  
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the o rgani z a t i on and the Execut i v e  Di rect o r , and has l e f t  

part  o f  h i s  e s t a t e  i n  hi s wi l l  t o  the organi z a t i on i f  he 

does not mar r y . He f ee l s  s ome gui l t  about not being ab l e  to  

a t t end s uf f i c i ent meet i ngs o f  the Board but i s  avai l ab l e  by 

phone and wi l l i ng t o  he l p  when poss i b l e .  He is r a t ed 

uni n f o rmed/ c ommi t t ed by the E xecut i ve Di r e c t o r  and the 

r e s e a r cher 

J oe W i t t  ( I nt 3 ) , app r o x i ma t e l y  5 0  years  o l d ,  i s  a 

b l a c k  bus i ne s sman who was f o rmer l y  a h i gh l ev e l  ci t y  

g ov e rnment manag e r . He cance l l ed h i s  f i rs t  i n t e rvi ew 

meet i ng w i t h the r es e a r cher and was 4 5  minut es l a t e  f o r  his  

s e c ond i n t e r v i ew me et ing . H i s  o f f i c e  i s  l o c a t ed i n  the west 

end o f  the c i t y  whe r e  the int e r v i ew meet i ng t ook p l a c e  on 

Janua r y  12 at 1 0 : 4 5 a . m .  When he saw the tape recorde r , he 

s a i d  he wou l d not be  i n t e r v i ewed if the t ape was used . He 

s a i d  he was asked to s e rv e  on the Board by an ass o c i a t e  and 

f r i end a l mo s t  three  y ea r s  ago and s a i d  a l though he was v e r y  

bus y a n d  h a d  t o  g i v e  up s i t t i ng o n  o t h e r  " f ancy"  boards t o  

a c c ep t  thi s p os i t i on , h e  d i d  s o  becaus e o f  his  commi tment t o  

chi l dren . W i t h  further ques t i oning i t  became appa rent that 

he did not  know the s p e c i f i c  i s sues that f aced thi s Board . 

H e  f au l t s  hims e l f  f o r  not g i v i ng thi s Board enough time but 

speaks of hi s bus y work s chedu l e  as a necessary  f i r s t  

p r i o r i t y .  He w a s  s ent a l e t t e r  this y e a r  by the Nomi nating 

C ommi t t ee chai r a s k i ng him t o  a s s es s  hi s c ommi tment t o  the 

o rg ani z a t i on and was c a l l ed repeat e d l y by the Execut i ve 

D i r e c t o r  about h i s  l a ck o f  i nv o l vement . H e  o f f e r ed t o  
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r e s i gn f rom the B o a rd e f f ec t i v e  i n  Februa r y , but deci ded t o  

r e a r r ange hi s s chedu l e t o  imp r ove hi s part i c i p a t i on . H e  i s  

r a t ed b y  the Execut i v e  Di r e c t o r  and the researcher as 

uni n f o rmed/not commi t t ed . 

Di ck Ha r r i s  ( I nt 4 ) , app r o xima t e l y  4 7  years o l d ,  i s  a 

s l im b l ack ma l e  who i s  a f o rmer coach and i s  cur r ent l y  

w o r k i ng f o r  the f ed e r a l  gove rnment on a spe c i a l  p r o j e c t . 

Our i n t e rv i ew mee t i ng was he l d  on Februa r y  1 3  at 9 : 0 0 a . m .  

i n  h i s  o f f i c e l o ca t ed o n  the east  s i de o f  the c i t y . H e  was 

asked t o  s e rv e  three  y e a r s  ago by a f o rmer Board member and 

f r i end who t o l d  him "we need t a l ented g o - g e t t e r s  on the 

B o a rd . "  H e  t ook i t  up on hims e l f t o  contact the E xecut i v e  

Di r e c t o r  and s e t  u p  a n  appo intment t o  g o  t o  the agency f o r  a 

v i s i t  be f o r e  a g r e e i ng t o  s e rv e . D i c k  i s  a s o f t  sp oken man 

who admi res the Execut i v e  Di r e c t o r ' s  sk i l l s  and abi l i t i es 

and wou l d l i ke t o  emu l a t e  them hims e l f .  H e  chai r s  one o f  

the B o a r d  c ommi t t ees and i s  r a t ed uni n f o rmed/c ommi t t ed by 

both the E x ecut i v e  Di r e c t o r  and the res earche r . 

J une B l o om ( I nt  5 ) , a 3 8 - y e a r - o l d ,  s i ng l e ,  whi t e  f ema l e  

CPA works f or a l a rge a ccoun t i ng f i rm that has an o f f i c e i n  

the downt own a r e a  o f  the c i t y  whe re the i n t e r v i ew me e t i ng 

was he l d  on Decembe r  1 9  at 9 : 3 0 a . m .  She has s e rved on the 

B o a r d  f o r  one and a ha l f  y ea r s  and j o i ned the Board as a 

r ep l a c ement f or a B o a r d  memb e r  who l e f t  sudden l y  and f e l t  

c omp e l l ed t o  r ep l a c e  hers e l f .  June i s  a qui t e , shy , 

thought f u l  w oman who appears t o  en j oy her  Board r o l e .  She 

chai rs a c ommi t t e e  f o r  the Board and is s e r i ous about the 
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r es pons i b i l i t y . She has bec ome much mo re inv o l ved w i t h  t he 

c ommi t t e e  bec ause o f  i t s speci f i c  tasks . June i s  a r t i c u l a t e  

y e t  s a y s  she i s  s ome t imes r e l uctant t o  ask ques t i ons at  

mee t i ng s  for  f ea r  that o t her Board members wi l l  t hi nk her 

s t upi d .  She i s  r a t ed as inf o rmed/c ommi t t ed by t he E x ecut i v e  

Di r e c t o r  and uni n f o rmed/c ommi t t ed by the resea rcher . 

J a ck S t r ong ( I nt 6 )  i s  a 3 4 - y e a r - o l d ,  a r t i c u l a t e , very  

ambi t i ous , a t t ra c t i v e  b l ack ma l e  bus inessman who works  i n  a 

l a rge , p r e s t i g i ous s e c ur i t i es c ompany in the c en t e r  of the 

c i t y  where our i n t e rv i ew mee t ing was he l d  on January 9 a t  

8 : 0 0 a . m .  He i s , b y  his  d e f i ni t i on ,  " on the f a s t  t r ack . "  

He c annot r e c a l l who asked him t o  s e rve on t he Board but 

r ememb e r s  that the Execut i v e  D i r e c t o r  f o l l owed - up w i t h  a 

phone c a l l and addi t i ona l i n f o rmat i on .  H e  speaks of his  

c ommi tment t o  the b l ack f ami l y  in genera l ,  but i s  c l e a r  that  

Southea s t ern Ci t y  i s  not his  home for  t he l ong t e rm . His  

r e s ume i s  f i l l ed with c ommun i t y  a c t i vi t i es whi ch inc l udes 

many o t her boa rds , and he s a i d  that t h i s  organi z a t i on " f i t s "  

i n  h i s  game - p l an .  H e  l i kes the f ac t  that the Board i s  "we l l 

organi z ed "  and that the E x e c u t i v e  Di r e c t o r  and the Cha i rman 

do not "pul l on him" f o r  l o t s  of e x t ra work . The E x e cut i v e  

Di r e c t o r  and r es e a r cher r a t ed h i m  as uni n f o rmed/c ommi t t ed .  

Candy S i l v e r  ( I nt 7 )  i s  a 3 2 - y ea r - o l d ,  ene rget i c ,  

out g o i ng , whi t e  woman who i s  a CPA i n  a l a rge na t i ona l f i rm 

that has an o f f i c e i n  t he downt own p a r t  o f  this  c i t y  whe re 

our i n t e rv i ew meet i ng was he l d  on J anua r y  1 6  at  9 : 0 0 a . m .  

She j o ined the B o a rd f our months ago when she moved back 
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i n t o  the c i t y  f r om out o f  s t a t e . She was asked t o  j o in the 

Board by a c o l l eague f r om work . She appears to be l on e l y 

and us ed this  Board exp e r i ence as a s o c i a l i z i ng s i t uat i on . 

She s a y s  " t he E x e cut i v e  Di r e c t o r  i s  the mot i va t i ng f o r c e "  

behind her i n v o l v ement and that he has g i v en h e r  the 

opp o r t uni t y  t o  " s howcas e her peop l e  sk i l l s . "  She enj oys the 

Board and says " i t ' s  a p r i v i l ege to be on the Board- - I  l ove 

i t . "  She is rated by the E x e c ut i ve Di r e c t o r  an the 

r e s e a rcher  as uni n f o rmed/c ommi t t ed . 

S t ev e  Penn ( I nt 8 )  i s  a 4 2 - yea r - o l d  t r aining o f f i c er  

for  the s t a t e - w i d e  u t i l i t y  c ompany . He  has been on the 

B o a rd for f i v e  years , is  whi t e , s l i ght in bui l d ,  and qui e t , 

but a r t i cu l a t e . We met f o r  the i n t e r v i ew on Janua ry 1 1  at 

7 : 3 0 a . m .  i n  his o f f i c e , whi ch is l oc a t ed i n  the suburbs . 

H e  s e ems t o  en j o y  being on t he Board and i s  c a r i ng about the 

agen c y .  He  appears t o  be t ask o r i ented and s e es hims e l f  as 

a l ow power p e r s on opposed to o t he r s  on the Board who have 

p ow e r  and i n f l uenc e . " I ' m  not i n  a posi t i on t o  c a l l the 

chai rman o f  my c ompany and ask f o r  s upp ort  f o r  [ Chi l d r en ' s  

As s o c i a t i on ) . "  He  i s  r a t ed by the E x e c u t i v e  Di r e c t o r  and 

the r e s e a r cher as i n f o rmed/no t  c ommi t t ed .  

Pat  Whi t e  ( I nt 9 )  i s  a 4 3 - y e a r - o l d  b l ack woman who 

works f o r  t he c i t y  government as a l ow l ev e l  a c c ountant . 

Our i n t e rv i ew mee t i ng was he l d  on Decembe r  1 8  a t  9 : 30 a . m .  

i n  t he c o f f ee shop o f  the o f f i c e  bui l ding i n  whi ch she 

works . She has been on the Board f o r  one year  and s e es 

o t h e r  B o a rd members as v e r y  know l edgeab l e and p owe r f u l . She 
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expresses  s ome kind o f  p e r s ona l di sappoi ntment i n  not being 

f ur t h e r  a l ong i n  her c a r e e r  but i s  a kind , c a r i ng woman who 

sees  hers e l f  sp end i ng a l o t of t ime l i s t ening at Board 

mee t i ngs . She has never s e rved on a Board be f or e , en j oys 

the e x pe r i ence and is g r a t e f u l  t o  have been asked . She 

f e e l s conce rned that the Execu t i v e  Di r e c t o r  may be 

overworked . She i s  r a t ed by the Execut i v e  Di r e c t o r  as 

i n f o rmed/ c ommi t t ed and by the researcher as 

uni n f o rmed/c ommi t t ed . 

J e an Go l d  ( I nt 1 0 ) i s  a 3 5 - y ear - o l d  b l ack woman who has 

been on the Board f o r a l most  s i x  years . ( She r o t a t e s  o f f  

the B o a r d  i n  Apr i l . )  Our i n t e r v i ew me e t i ng was s chedul ed at 

her o f f i c e in the suburbs on Janua r y  5 a t  1 0 : 0 0 a . m .  She 

a r r i ved at  t he mee t i ng 45 minut es l a t e , hav ing cance l l ed a 

p r evi ous l y  s chedu l ed me e t i ng . She i s  a high ene rgy , v e r y  

succes s f u l  bus i nes swoman who w o r k s  i n  s a l es , has re cent l y  

ma r r i ed and g i v en bi r t h . I t  appears that her commi tment t o  

the o rgani z a t i on has waned ( i f i t  was ever s t rong ) and she 

i s  re ady t o  g e t  o f f  the Board . She has been on many boards 

and was p r e s i dent o f  s e v e r a l  but now s e ems to want to 

p r i o r i t i z e her  work and f ami l y  mat t e r s . The E x ecut i v e  

D i r e c t o r  and t h e  resea rcher r a t e  t h i s  B o a rd member as 

i n f o rmed/not commi t t ed .  

Bob Simon ( I nt 1 1 ) is an a t t r a c t i v e , 4 5 - yea r - o l d  b l ack 

ma l e  who is a f o rmer s p o r t s  f i gure and now wo rks for the 

c i t y  i n  a highl y v i s i b l e  j ob .  Our i n t e r v i ew me e t i ng t o ok 

p l ac e  in hi s o f f i c e on Februa r y  1 at  1 0 : 0 0 a . m .  H e  has 
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s e r ved on t he Board f o r  onl y one year and has been r emi ss in 

at t ending Board and commi t t ee mee t i ngs . H e  re cogni z es t h i s  

as a p r ob l em but e x cus e s  himse l f ,  s a y i ng h e  i s  a v e r y  bus y 

p e r s on and does not have the f l ex i b i l i t y  t hat  s ome Board 

memb e r s  have who are i n  bus iness f o r  t hems e l v es . He has 

been asked t o  e xami ne his l a ck of a t t endance at Board 

mee t i ngs . He f e e l s  that cons i de r a t i ons shou l d  be made f o r  

p e op l e  l i k e  him who c an b r i ng other benef i t s t o  the 

o rgani z a t i on .  He i s  very know l edgeab l e  about the ro l e  and 

r e s p ons i b i l i t i es of nonp r o f i t  Board members in genera l , but 

does n o t  have the i nc l inat i on to do those things f o r  this  

o r g ani z at i on .  He s a i d  he was asked t o  be on the Board 

because the B o a rd needed a g r e a t e r  b l ack ma l e  p r e s ence whi ch 

he s a i d  was previ ous l y  l a cking . He has the r i ght answe r s  i n  

many cases  but the w r ong f ac t s . He r e s i gned f r om t h e  Board 

e f f e c t i ve at  the Apr i l  Board mee t i ng . He was r a t ed as 

uni nf o rmed/no t  commi t t ed b y  t h e  Execut i v e  Di r e c t o r  and the 

r e s e a r c he r . 

Mary S t ua r t  ( I n t  1 2 ) i s  a y oung , s i ng l e ,  a t t r a c t i v e  3 0 -

y e a r - o l d  whi t e  woman who has j us t  c omp l e t ed h e r  f i r s t  year  

on  t he B o a r d . Our  i n t e r v i ew mee t i ng was  he l d  on  J anua ry 1 1  

a t  2 : 0 0 p . m .  i n  her  o f f i c e  at  a l a rge downt own t eaching 

hos p i t a l  whe re she wo rks as a pers onne l o f f i c e r . She was 

new to t he c ommun i t y  when she was asked to s e rv e  on the 

B o a r d . She ag reed t o  become a member becaus e she f e l t  i t  

was a g ood way t o  meet di f f e r ent k i nds o f  peop l e .  She i s  

imp r e s s e d  w i t h  t h e  s t ructure o f  t h e  o rgani z a t i on and the 
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E x ecut i v e  Di r e c t o r , but does not have a deep c ommi tment 

t oward chi l d r en or the o rgani z at i on pe r s e . She says she i s  

p r oud t o  b e  i nv o l ved and "p robab l y  wou l dn ' t  have cont act 

with b l ack l eaders i n  the commun i t y "  i f  she were  not on this 

B o a r d . She i s  wi l l ing t o  comp l e t e  t asks a s s i gned t o  her and 

sees  h e rs e l f as j us t  g e t t i ng s t a rt ed on the Board . The 

Execut i ve Di r e c t o r  and the resea rcher both r a t e  her as 

uni n f o rmed/ c ommi t t ed .  

Sue Co l e  ( I nt 1 3 ) , a s e r i ous minded , s o f t - s poken , 4 5 -

y e a r - o l d  ma r r i ed whi t e  woman , i s  a CPA who works i n  t h e  t a x  

depar tment o f  a l a rge regi ona l bank . Our i nt e r v i ew mee t i ng 

was on De cember 1 3  at 3 : 0 0 p . m .  i n  her  o f f i ce . Thi s i s  her 

f i r s t  Board e x p e r i ence and she is j us t  comp l e t i ng her f i r st 

year on the Board . Her  y oung est chi l d  has r e c ent l y  ent ered 

c o l l ege and she now f ee l s  as though she has t ime for  

v o l un t e e r  a c t i vi t i es . She s ays " there i s  no r e a l  need f or a 

s t r ong B o a rd because f o r t unat e l y  we have a v e r y  s t rong 

E x ecut i v e  Di r ec t o r . "  She s e e s  the Board ' s  r o l e  as p r ov i ding 

s upp o r t  and guidance t o  the E x e cut i v e  Di r e c t o r  and f ee l s  

g o od about b e i ng on a Board that c an he l p  t o  s o l v e p r obl ems 

f o r  the o rgani z a t i on .  The E x e cut i v e  Di r e c t o r  and the 

r e s e a r cher both r a t e  her has uni n f o rmed/c ommi t t ed . 

J im Cohen ( I nt 1 4 ) , a t a l l ,  thin , we l l - d r ess ed , b l ack 

ma l e  who i s  4 0  years o l d ,  is an out g o i ng s a l esman who owns 

h i s  own r e a l  e s t a t e  bus i nes s . Our int e r v i ew mee t i ng t ook 

p l a c e  in h i s  o f f i c e  on the north s i de of the c i t y  at 4 : 0 0 

p . m .  on J anua r y  1 7 . H e  has been on s ev e r a l  ma j o r  boards i n  
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thi s c i t y  and cha i rs the F i nance Commi t t e e f o r this 

organi z a t i on ,  a l though he does not hav e a s t r ong backgr ound 

in budget or f i nance . He s e ems genuine l y  commi t t ed t o  

chi l d r en and he l p i ng and s e es thi s Board as enab l i ng h i m  t o  

do s ome thing f o r  k i ds . The E x ecut i v e  Di r e c t o r  and the 

r e s e a r cher r a t e  him as i n f o rmed/commi t t ed . 

J ohn S t a r  ( I nt 1 5 ) i s  the immedi a t e  p a s t  p r e s i dent o f  

the Board o f  this  o rgani z a t i on . H e  i s  a hands ome 4 0 - y e a r 

o l d  b l ack ma l e  w h o  has a suc c e s s f u l  l aw p r a c t i ce , i s  ma r r i ed 

and has y oung chi l dr en . H e  has been on thi s  Board f o r  nine 

y e a r s  and is  c ommi t t ed t o  the o rgani z a t i on ,  its  mi s s i on and 

the commun i t y  i t  s e rves ; and most imp o r t ant l y ,  he i s  

c ommi t t ed t o  he l ping y oung peop l e . H e  i s  a v i s i onary 

thinker and c an a r t i cu l a t e  that v i s i on as w e l l as work on 

n e c es s a r y  t asks . He s e rves on many p r es t i g i ous boards i n  

t he communi t y  but r e l a t e s  t h a t  he p a r t i cul ar l y  l oves this  

o rgani z a t i on because "it  i s  the l aboratory . "  He says this 

organi z a t i on makes a di f f e r ence that one c an see 

immed i a t e l y .  Thi s int ervi ew me e t i ng , he l d  on Janua r y  25  at 

1 0 : 0 0 a . m . , t o ok p l a c e  at his  l aw o f f i ces l o c a t ed i n  the 

inner c i t y . The E x ecut i v e  Di r e c t o r  and the researcher rate 

him as i n f o rmed/commi t t ed .  

Barbara J ones ( I nt 1 6 )  is a perky , b r i ght 3 5 - ye a r - o l d ,  

ma r r i ed b l ack w oman who w o rks i n  pe r s onne l  s e r v i ces f o r  the 

s t a t e - w i d e  u t i l i t y  company and en j o y s  being on this Board 

v e r y  much . She has s e rved on the Board f o r  one year  and on 

other  boa rds and Uni t ed Way c ommi t tees . Our i nt e rv i ew 
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me e t i ng was he l d  a t  he r o f f i c e on J anua ry 4 a t  9 : 0 0 a . m .  

She i s  an a r t i cul a t e , out spoken Board member who brings 

i deas and a " w i l l i ngness t o  f o l l ow - up "  on the Commi t tee and 

B o a r d  mee t i ngs . She l i kes the orde r l i ness o f  mee t i ngs and 

the " p r o f e s s i ona l i sm of the agency . "  A l though she i s  

imp r e s s e d  w i t h  the E xecut i v e  Di r e c t o r ' s  abi l i t i es , she 

ques t i ons why he s e rves on the Board and i s  one o f  i t s  

o f f i c e r s . She be l i ev es the s t ructure i s  unus ua l and s ees 

the E x ecut i v e  Di r e c t o r  as being a c countab l e  f o r  the day - t o 

d a y  a c t i vi t i e s and the Board mai nt a i ni ng a hi gh l ev e l  o f  

ob j e c t i v i t y . Both the Executi ve Di r e c t o r  and the resea rcher 

r at e d  thi s woman as be tween the r anges uni n f o rmed/c ommi t t ed 

and i n f o rmed/c ommi t t ed as she is new to the Board and 

c ommi t t ed . 

B i l l  B r own ( I nt 1 7 ) is a 4 5 - y ea r - o l d  short , heavy s e t , 

whi t e  ma l e  who has a l o t o f  nervous ene rgy as w e l l as a 

c ommi tment t o  the or gani z at i on .  He has not previ ous l y  

s e rved on nonp r o f i t  boa rds o f  di r e c t o r s  but has been on this  

B o a r d  f o r f our y e a r s  and chai r s  its  Deve l opment Commi t t ee . 

H e  works  as the ma rketing p e r s on f or a l oc a l l y  based 

na t i ona l c o rp o r a t i on .  He speaks t o  the Execut i v e  Di r e c t o r  

at l e a s t  onc e  or  t w i ce e a c h  w e e k  a n d  i s  consi dered part  o f  

a n  i nner c i r c l e  o f  dec i s i on make r s  f o r  the organi z at i on .  

During the i n t e r v i ew me e t i ng , whi ch was he l d  at his  o f f i c e 

on J anua r y  3 at 9 : 0 0 a . m . , he comp l a i ned about other Board 

memb e r s  a g r e a t  dea l and s a i d  " the s ame p e op l e  do a l l the 

w o r k . "  H e  does not be l i ev e  the Board is e f f ec t i ve and s a i d , 
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" t here i s  the w r ong mi x o f  peop l e  on the Board . "  H e  may 

be l i ev e  thi s becaus e he chai red an ev ent f o r  the Board l as t  

y e a r  t h a t  d i d  n o t  have Board p a r t i c i pat i on and h e  i s  ang ry 

and embar r a s s ed about i t . He does a l ot o f  work f o r the 

o r g ani z a t i on indi v i dua l l y  and has hel ped the organi z a t i on 

d ev e l op b r o chures and other ma rketing t o o l s .  H i s  boss , the 

p r e s i d ent o f  the c ompany f o r  whi ch he wo rks , i s  a l s o a 

memb e r  o f  thi s Board , whi ch he menti ons o f t en .  The 

E x ecut i v e  Di r e c t o r  and the r esea rcher r a t e  him between the 

r anges of uni n f ormed/ c ommi t t ed and inf ormed/c ommi t t ed . 

R o s e  G r e en ( I nt 1 8 ) i s  a b r i ght , a t t r a c t i v e  3 5 - y ea r - o l d  

whi t e  f ema l e  who p r e v i o us l y  wo rked i n  comme r c i a l  r e a l  e s t a t e  

a n d  i s  n o w  a f u l l - t ime homemaker w i t h  y oung chi l d ren . She 

has s e rved on the Board f o r f our years and enj oys the t ime , 

s t i mu l a t i on and ene r g y  she g i v es and gets  f r om the 

organi z a t i on .  She has not been a member o f  a nonp r o f i t  

Board b e f o r e  and f e e l s  that the c ommi t t e e s t ructure i s  a bi t 

cumb e r s ome . She s ays , " i t  t akes a l ot o f  t ime t o  be a Board 

memb e r  o f  thi s organi z at i on , but I s t i l l  f e e l  i t ' s  a v e r y  

w o r thwhi l e  o r gani z at i on and I en j o y  t h e  peop l e  I meet . "  The 

i n t e r v i ew was he l d  at her home on J anua r y  2 9  at 1 : 0 0 p . m .  

a f t e r she had f o rgot t en about the f i r s t  s chedu l ed me e t i ng 

the p r e v i ous week . She i s  r a t e d  i n f o rmed/not commi t t ed by 

the E xecut i v e  Di r e c t o r  and t he r e s e a rcher rates  her between 

the r anges o f  uni n f o rmed/c ommi t t ed and i n f ormed/commi t t ed .  

Davi d  G r e en ( I nt 1 9 )  i s  a heavy s e t , qui et , thought f u l  

4 9 - y e a r - o l d  whi t e  ma l e  who h a s  been o n  t h e  Board f o r  s ev en 
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y e a r s . Our interv i ew me e t i ng was he l d  i n  his  o f f i c e i n  the 

suburbs o f  t he c i t y  on J anua ry 10 at 1 0 : 0 0 a . m .  He owns a 

l a rge succes s f u l  bus iness bas ed out of this  c i t y , s e rves on 

many boa rds in the c i t y , and i s  w e l l known f o r  his  

phi l ant hrop i c  behav i o r  on thi s Board and e l s ewhe r e . He s ees 

hims e l f as one o f  the '' o l d - t ime r s "  on the Board and at t imes 

r e f l e c t s  on the g o od o l d  days when the Board had " j us t p l ain 

v o l un t e e r s . "  He knows and respects  the Execut i v e  Di r e c t o r , 

who at one t ime d i d  a pe r s ona l f avor f o r  him . Dav i d  

exp r e s s es s ome gui l t  f e e l i ngs about n o t  being abl e t o  a t t end 

many B o a rd mee t i ngs this  year  but then g o es on to sugg est 

that the r e  may be t o o  many me et i ngs . He a l s o  sugg ests that 

the mi s s i on o f  the o rgani z a t i on may have changed , g i v i ng the 

organi z a t i on a higher p r o f i l e  and mo r e  s ophi s t i cated Board 

members . These Board members  want t o  see g r owth and a r e  

f o cused o n  f undrai s i ng . He us es the t e rm " o l d  s choo l vs . 

new s c hoo l "  and says , " I ' m  not sure whi ch i s  best f o r  the 

o rgani z a t i on . "  Dav i d  is r a t ed unin f o rmed/c ommi t t ed by the 

E x e cut i v e Di r e c t o r  and the resea rcher . 

P e t e  Smi th ( I nt 2 0 )  i s  a 6 0 - y e a r - o l d  whi t e  ma l e ,  heavy 

set w i t h  a s l ow S outhern drawl . H e  s a ys he has " been on the 

B o a r d  f o r ever , "  but it i s  actua l l y  f i ve years . He is v e r y  

a c t i v e  and c ommi t t ed t o  t h e  o rgani z a t i on and has t h e  best 

o v e r a l l  a t t endance r e c o rd a t  mee t i ngs , e x c l uding the 

Chai rman and the E x e cut i v e  Di r e c t o r . H e  i s  g ene r a l l y  a no 

nonsens e , out spoken p e rs on at meet i ngs and asks the 

d i f f i cu l t ques t i ons . He has a p o l i t i ria l  backg r ound as an 
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e l e c t ed o f f i c i a l  in a suburban count y  at one t ime and now 

wo rks as a r e a l  e s t a t e  s a l esperson . Our int erv i ew mee t i ng 

t ook p l a ce in a conf e rence r o om o f  his  downt own o f f i c e on 

Decembe r  1 8  at 2 : 0 0 p . m .  He i s  a g r eat adv ocate o f  the 

E x e c ut i v e  Di r e c t o r  and the o rgani z a t i on and expresses p r i de 

i n  the a c c omp l i shments of  both . He speaks w i t h  the 

E x ecut i v e  Di r e c t o r  f ai r l y  o f t en and o f f e rs adv i c e  on many 

mat t e r s . The E x ecut i v e  Di r e c t o r  and the r es e a r cher r a t e  him 

as i n f o rmed/c ommi t t ed . 

Karen B l ack ( I nt 2 1 )  i s  an a t t ract i ve , energet i c  2 9 -

y e a r - o l d ,  s i ng l e  b l ack f ema l e  a t t o rney who works i n  the c i t y  

f o r  a l a rge l aw f i rm whe r e  our i n t e r v i ew meet ing was he l d  on 

Decembe r  1 2  at 8 : 0 0 a . m .  She has been on the Board f o r  one 

y e a r  and has p r evi ous l y  s e rved on many commun i t y  nonp r o f i t  

boards a s  w e l l a s  Uni t e d  W a y  commi t t ees . She i s  an 

out g o i ng , a r t i c ul a t e  p e r s on who sees  commun i t y  v o l unteer i ng 

as p a r t  o f  her  c i v i c r espons i bi l i t y . She s ees her 

i nd i v i dua l res pons i b i l i t y  on the Board t i ed t o  her 

p r o f es s i ona l w o rk and expects to be asked t o  couns e l  on 

l eg a l  ma t t e r s  f o r  the o rgani z a t i on . She l i kes the mi x of  

p e op l e  on the Board and thi nks the Execut i v e  Di r e c t o r  is  

d o i ng a f i ne j ob i n  the day - t o - da y  managemen t o f  the 

organ i z a t i on .  The E x ecut i v e  Di r e c t o r  and the r e s e a r cher 

r a t e  her  as between the r anges uni n f o rmed/c ommi t t e d  and 

i n f o rmed/ c ommi t t ed .  

Peggy Snow ( I nt 2 2 )  i s  a f r i en d l y ,  a r t i cu l a t e  4 0 - y e a r 

o l d  b l ack woman who i s  o n e  o f  t h e  two p a r ent r ep r e s en t a t i ves 
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on the Board . She has been on the Board f o r  three years and 

s e rves on other p a r ent g r oups a l s o . She w o rks as a 

s e c r e t a r y  f o r  a medi c a l  i nsuranc e company that has a 

r eg i ona l o f f i c e  i n  the c i t y . Our int e rv i ew mee t i ng was he l d  

on J anua r y  1 0  at 1 : 0 0 p . m .  i n  the l obby o f  the bui l di ng 

whe r e  she works . She r eques t ed no taping o f  the int e r v i ew 

becaus e she d i d  not want t o  d r aw any a t t ent i on t o  us as we 

sat  t a l k i ng . She has g r eat unders t anding f o r  the p r ob l ems 

o f  s i ng l e p a r ents and the needs o f  the agenc y . She f ee l s  

unc omf o r t ab l e  speaking up i n  the Board me e t i ngs , but l es s  s o  

a t  Commi t t ee mee t i ngs . She f ee l s  the Board shou l d  be mo re 

awa r e  o f  what goes on i n  the o rgani z at i on and shoul d pose  

mo re ques t i ons . The E x e cut i v e  Di r e c t o r  and the resea rcher 

rate her  as uni n f o rmed/ commi t t ed . 

S t ev e  King ( I nt 2 3 )  has been the Execut i v e  Di r e c t o r  o f  

the agency f o r  the past 2 0  y e a r s . He i s  4 9  y e a r s  o l d ,  

s l ende r ,  o f  medi um hei ght , a l ways w e l l -dressed and 

p r o f es s i ona l l o oking , and is d i v o r c ed wi th two g r own 

chi l dr en . H i s  outward app ea r ance i s  c a l m  and co l l ected , but 

he does have a g r e at dea l of n e r v ous energ y . By his  own 

admi s s i on ,  he i s  a p r i va t� p e r s on who l i kes things neat and 

orde r l y .  He is a demanding manager  who be l i eves in f a i rness 

as a guiding p r i n c i p l e .  He i s  nur turing wi th the Board , 

sp ends much t ime and en ergy  c ommuni c a t i ng wi th them and i s  

e x c e l l ent on f o l l ow - up . H e  i s  on seve r a l  out s i de 

g ov e rnment , n onp r o f i t  and c o r p o r a t e  boa rds i n  the 

me t r opo l i tan area and is s t imu l a t ed by and en j o y s  these 
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ac t i v i t i e s . H e  l i kes h i s  work , i s  p r oud o f  hi s 

a c c omp l i s hment s ,  but r e c ogni z es that he wi l l  "not r ema in in 

t h i s  po s i t i on for  the next 2 0  years . "  He p r o v i des 

i n f o rma t i on and mak es r e c ommenda t i ons to the Board in a l l 

ma t t e r s  and sees his ro l e  as enab l i ng the Board t o  make good 

choi c e s . The r e s e a rcher r a t e s  him as i n f o rmed/ commi t t ed .  

Tom Mays ( I nt 2 4 )  i s  the Chai rman of  the Board , having 

s e rved on the B o a r d  f o r  f i v e  years . He i s  a qui e t , s o f t  

s p oken , whi t e , ma l e  a t t o rney who p r epa red himse l f  f o r  this  

r o l e  and en j oy s  the t ime and e f f o r t s  he  put s i n t o  i t . He 

says  on an ave rage week he spends 4 - 6  hours on Board 

ma t t e rs , but on " t r oub l ed weeks " i t  i s  doub l e that . He has 

g i ven up a l l other v o l un t e e r  a c t i v i t i e s whi l e  serving as 

Chai rman f o r  t h i s  or gani z a t i on .  He i s  ma r r i ed w i t h  y oung 

chi l d r en and l i ves in the suburbs w i t h  hi s l aw o f f i c es in 

the downt own a r e a . He t h i nks the Exe cut i v e  Di r e c t o r  is  very  

capab l e  and en j o ys w o r k i ng with him . Tom has in i t i a t ed 

chang es i n  the Board based on other boa rds that he has been 

i nv o l ved w i t h  and pushes hi s i deas in qui et ways . He does 

not l i k e  c onf r on t a t i on and wi l l  avoid it on t he Board 

whenev e r  poss i b l e .  B o t h  the Execut i v e  Di r e c t o r  and the 

r es e a r cher r a t e  him as i n f o rmed/ c ommi t t ed 

J o an R i v e r  ( I nt 2 5 ) i s  a 3 5 - y ea r - o l d ,  a t t ract i ve b l ack 

woman who is an a t t orney i n  a p r es t i g i ous l aw f i rm in t he 

c i t y . She i s  a l s o i n v o l ved in s t a t e  po l i t i cs and i s  v e r y  

p o l i t i c a l  h e r s e l f .  She r e f us ed t o  be i n t e rvi ewed i f  a t ape 

r e c o rder is used . When she was asked to be on thi s Board 
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f our y e a r s  ago , she was t o l d  she cou l d  become the f i r s t  

woman chai r o f  the organi z a t i on and " g e t  y o u r  pi cture  o n  the 

wa l l . "  She is i nv o l ved i n  many nonp r o f i t  organi z a t i ons and 

s e rv es as an o f f i c e r  on boards of b l ack ,  women ' s  and arts ' 

causes . She d r ops the names o f  many p r ominent area l eaders 

and po l i t i c i ans whom she has met and is f r i endl y with as a 

r e s u l t o f  other Board a c t i v i t i es . She d i s cus s es the 

e x c i t ement o f  the a r t s  organi z a t i on of whi ch she is a Board 

member ( t he r e s e a rcher had t o  keep bring i ng her back t o  the 

organ i z a t i on being s tudi ed ) . I t  wou l d  appear that her 

i nvo l v emen t i n  this or gani z a t i on was mo t i vated by a f r i end 

asking her t o  s e rv e , but i t  never dev e l oped int o a s t r ong 

p e r s ona l c ommi tment . The Exe cut i v e  Di r e c t o r  r a t es her 

un inf o rmed/unc ommi t t ed and the r e s e a r cher rates  her  as 

i n f o rmed/c ommi t t ed . 

Rut h Mann ( I nt 2 6 )  i s  a 5 0 - y e a r - o l d ,  heavy set b l ack 

w oman who is a p a r ent r e p r es ent a t i v e  on the Board . She 

l i ves in the pub l i c  hous i ng p r o j e c t s  and l i kes deal ing w i th 

commun i t y  i s sues . She knows the organi z a t i on f r om many 

p e r s p e c t i ves as her chi l d r en have been inv o l ved in s o c i a l  

g r oups and couns e l i ng . She s a i d  she does not sp eak a l ot at 

B o a r d  me et i ngs because she has no t e e t h  and f ee l s  s t r ange 

about i t . She thinks the organi z at i on i s  wonder f u l , 

p a r t i c u l a r l y the s o c i a l  work s t a f f and f ee l s  as though the 

f a ci l i t y  i s  an e x t ens i on o f  her  home . She i s  r a t ed by the 

E x e c ut i v e  Di r e c t o r  and the r es e a rcher as 

uni n f o rmed/c ommi t t ed . 
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Bob N e i l ( I nt 2 7 ) i s  a 4 0 - y e a r - o l d  qui et , thought f u l  

whi t e  ma l e  psycho l ogi s t  of medium hei ght and bui l d .  He has 

been i nv o l ved wi th s e v e r a l  other nonprof i t  organi z a t i ons , 

but t h i s  i s  the f i rst  n onp r o f i t  Board he has s e rved on . He 

has been on thi s Board for f i v e  years and thinks the Board 

shou l d t ak e  the l ong r ange v i ew and l eave the day - t o - day 

manag ement t o  the E x ecut i v e Di r e c t o r . He l i kes the 

p r o f es s i ona l i sm o f  the s t a f f and s e es hims e l f as a t e chni c a l  

expert  on chi l d r en . H e  i s  wi l l ing t o  p r ovide his  expe r t i s e  

when asked , but does n o t  w i s h  t o  t ake a l eadership r o l e  on 

the B o a r d . The Execut i v e  Di r e c t o r  and the researcher rate 

thi s B o a r d  member as i n f o rmed/ c ommi t t ed . 



ORGAMZATIONAL 1YPOLOGY FOR ASSESSING BOARD PERFORMANCE 

Organizational 
Anarchv 

Views of 
Oq,�anization 

Whose goal is Individuals 
the organization 
trying to satisfy? 

Definitions of 
Performance 

Intended Individual 
outcomes satisfaction 

Key question Am I satisfied 
as a trustee? 

1 Source: Chait & Taylor, 1 987 

Mechanistic 

Board of 
trustees 

Achieving 
board goals 

Have board's 
goals been 
attained? 

Humanistic Political Resource Deoendent 

Board and Dominant Critical resource 
management interest suppliers 
in consultation group (s) 

Achieving goals Satisfying Acquire sufficient 
negotiated with dominant resources 
management interest 

groups 

Have Are the Are our resources 
organization's dominant sufficient? 
goals been groups 
attained? satisfied? 
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M�thods Qf 
Evaluj!tion 

Approaches 

Judges 

Framework 

DQmini!Dt 
BQru:d Rol� 

Constraints 
on Board 

ORGANIZATIONAL 1YPOLOGY FOR ASSESSING BOARD PERFORMANCE 
(continued) 

Organizational 
Anarchv Mechanistic Humanistic Political Resource Deoendent 

Informal self- Formal board Management by Surveying Monitor trends 
assessment review objectives /goal satisfaction in resource 

attainment of dominant acquisition 
interest 
group(s) 

Individual Board of Board and Dominant Critical resource 
trustees trustees management interest suppliers 

group (s) 

Professional Congruence Congruence Professional Measurement 
j udgment judgment 

Affiliate Owner Monitor Partisan Intermediary 

Substantial Few Few Substantial Substantial 
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