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Pre-Session Leader Quiz 

1. Our Mission Statement IRS Designation?o I can state it from memory. 501(c)(3) 0o It needs to be updated. 501(c)(6) 0o Does it really matter? Other ______________ 

2. Finances 
o I know the size of our budget to within: $500_ $5,000_ $50,000_ $500,000_ 
o I know how much we have in reserve-savings . Yes_ No_ $_______ 
o I know our budget's largest revenue streams. 
o Ratio of budget income: dues _ % versus non-dues _% (=100%) 

2a. Antitrust is a worry for the big guys only? 0 Yes 0 No 0 Duh? 

3. Board Staff Distinction 
o 	The board has one employee. 
o 	The board has multiple employees whom we evaluate and assign bonuses. 
o 	Micromanagement seems natural and we should oversee the office. 
o 	The CPA/Attorney works for: the board 0 the CEO D. 

4. Membership Market Penetration 
o 	I'm satisfied with the percentage of members we have compared to the total market 


potential of prospects: Yes_ No_ 

Our membership represents % of the prospects: About: 25 % 50%_ 75+% 


5. Member Benefits and Services 
o 	The benefits and services are relevant and offer high return on investment (ROI) 
o 	 Our "golden handcuff' benefit is: _____________________________ 

6. To Protect the Organization we Have: 
o CPA to conduct independent financial: Audit 0 Review 0 Compilation 0 
o Rely on the governments' "volunteer immunity" statute (Who needs insurance?) 
o Insurance: D & 0 0 General Liability 0 $ Bond 0 Meeting Cancellation 
o Have legal counsel available. 

7. What are your top 3 goals during your term of office? 
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Scrutiny on NonProfit Organizations 

IRS Policy Focus 

In 2009 the IRS redesigned Form 990 - Return of Organization Exempt from Income Tax . 
The form includes a focus on policies. 

Refresher on Policies 

The purpose of a policy is to interpret the broader governing documents: the bylaws, 
articles of incorporation and purpose statement. The board adopts policy as motions 
recorded in the meeting minutes . 

The policies are transcribed from the minutes so they can be archived and referenced in the 
organization ' s policy manual. They represent the wisdom of current board to be passed 
along to successive volunteer leaders. 

Policy Actual Question Recommendation 

Record Retention 
(Part VI, Sect B, 
14) 

Whistleblower 
(Part VI, Sect B, 
13) 

Conflicts of 
Interest 
(Part VI, Sect B, 
12) 

Does the organization have a 
written document retention and 
destruction policy? 

Does the organization have a 
written whistleblower policy? 

Does the organization have a 
written conflict of interest policy? 
If yes, are the officers, directors or 
trustees, and key employees, 
required to disclose annually 
interests that could give rise to 
conflicts? Does the organization 
regularly and consistently monitor 
and enforce compliance with the 
policy? If yes, ... how is this done? 

Ideally, contact a CPA and attorney for 
record retention schedules. Carefully 
review it and add documents particular 
to the organization, for instance, 
continuing education records or 
grievance files. (Be sure to consider 
state requirements in addition to 
federal.) 

Adopt a policy that encourages staff and 
volunteers to come forward with 
credible information on illegal practices, 
without retribution. The statement 
may also be included in a personnel 
manual. 

Board should discuss the concept of 
conflicts of interest, how to give notice 
to leaders and its application through the 
year. The discussion should result in a 
COl policy applicable to volunteer 
leaders and staff. Some organizations 
ask at every board member while 
reviewing the agenda if any director has 
a conflict of interest to disclose. 
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Policy Actual Question Recommendation 

Audit and Audit Were the organization's financial Seemingly broad enough to allow for a 
Committee statements audited by an choice of an audit, review or 
(Part XI, 2) independent accountant? If yes, compilation. Indicates need for a 

does the organization have a subgroup of the board to serve as the 
committee that assumes audit committee. A policy might 
responsibility for the oversight of indicate that the "finance committee 
the audit, review or compilation ... also serves as the audit committee," 
and its selection of an independent especially in organizations with limited 
accountant? volunteers. 

Meeting Minutes Does the organization While most organizations are careful to 
(Part VI, Sect A, 8 contemporaneously document the record appropriate board meeting 

meetings held or written actions minutes, this IRS question may expand 
undertaken during the year by the a policy so that committees must keep 
following: (a) the governing body; minutes. 
(b) each committee with authority 
to act on behalf of the governing 
body? 

Public Records IRS Section 6104 requires an This question promotes transparency 
(Part VI, Sect C, organization to make its Form 1023 and public awareness. The board should 
18) (or 1024 if applicable), 990 and consider what is required to be public 

990-T (501c3s only) available for (distinguished from what should be 
public inspection. Indicate how treated with confidentiality) and 
you make these available. Describe 
in Section °whether (and if so, 

establish policy and processes for 
compliance. 

how), the organization makes its 
governing documents, conflict of 
interest policy, and financial 
statements available to the public. 

Compensation Did the process of determining To ensure that compensation is 
(Part VI, Sect B, compensation of the following comparable to other nonprofit 
15) persons [for CEO, Executive organizations in the region -- and 

Director, or top management commensurate with the mission and 
official] include a review and goals of the organization --- many 
approval by independent persons, organizations turn to their national and 
comparability data and state society of association executives or 
contemporaneous substantiation of chamber executives. 
the deliberation and decision? 
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7 Errors in Developing Policies 

A void these errors as the board delves into policy development. 

1. 	 Amending the Bylaws - Don't be swayed by the volunteer who says, "We need to get that 
in our bylaws." Let the bylaws remain as a broad governing document; the policies should 
interpret the bylaws but not be included in them. 

2. 	 Conflicting Documents - Policies should not conflict with the existing governing 
documents. View policies as the wisdom of the board in interpreting the bylaws and 
articles. 

3. 	 Asking the Board to Approve Dozens of Policies - It can be a mistake to ask the board to 
sit for hours to review and adopt policies. Assign policies to a committee or staff to review 
and make recommendations. The board makes the final motion and adoption. Hint: Let 
policy discussions arise naturally, for example the audit policy may occur when the budget 
is approved and the line item to fund an audit, review or compilation is discussed. 

4. 	 The Minutes Archival System - Some executive directors say, "We don't have a policy 
manual but I can tell you exactly when it was adopted." After meetings or annually, 
transcribe policies into a manual. Hint: When transferring the policy, reference the date of 
the meeting in which it was adopted or amended. 

5. 	 Environmental Scan - Your board is not the first to discuss a conflict of interest policy. 
Conduct an environmental scan of other associations to determine what they adopted; rely 
on the resources at ASAE, ACCE, NCNA and their local organizations; and utilize legal and 
accounting counsel. 

6 . 	 Policy Mania - A good number of policies in a nonprofit is 25 to 50. If the organization 
has a manual exceeding 100s of statements, or is out-of-date, consider a sunset review. 
Appoint a task force to review and recommend policies to add or delete. 

7 . 	 It Doesn't End with Policy - Nearly every policy results in procedures. For instance, a 
policy on conflicts of interest will result in the need for procedures to educate the board 
annually, create and distribute a disclosure form, and to properly record conflicts in the 
minutes. 

# # # 

Bob Han'is, CAE, offers free nonprofit templates and tips at www.nonrrofil<.:enLer.com. He' s been called the 
Martha Stuart of association management for developing and sharing best-practices. 
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Roles and Responsibilities 


Board members have significant responsibilities for guiding and governing the 
organization. Their role is significantly different from that of administrative staff. 
In recent years, there is more scrutiny on boards of directors to make sure they are 
fulfilling duties. 

"I didn't say anything during the meeting, 
but I don't agree with the rest of the Board 

on this issue," 
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Purpose of the Board 

Directors should know the "big picture" of the board's major functions. Most organizations rely 
on the board to fulfill four fundamental roles. (These roles vary significantly from the 
functions of the executive directors and management staff.) 

Governance - Through the authority granted in the articles of incorporation and bylaws, the 


board is responsible for governing the organization. 


Governance is a broad oversight and is not considered a function 


of management or administration (staff roles.) 


Policy and Position Development - The board reviews and 


develops policy and positions that will guide the organization 


and its stakeholders. Policies are adopted for the recurring and 


critical issues that arise, in the form of a motion, to guide future 


boards and staff. Positions tend to relate to governmental 


platforms. 

Visionary - The board sets the course for the organization well into the future. Though a 

director may term limitations in the sense of number of years or number of terms, there is a need 

to think beyond one's term in order to guide the organization and the community it represents. 

Evidence of being visionary is a reliance on the strategic plan, including a clear mission and 

vIsion. 

Fiduciary - The fiduciary duty is a relationship of confidence or trust between two or more 

parties. The board has responsibility to protect the organization and its resources. 

IRS Official Definitions 
Governing Body Executive Director 

The group of persons authorized under state The person who has ultimate responsibility 
law to make governance decisions on behalf for implementing the decisions of the 
of the organization and its shareholders or governing body. 
members. 
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Board, Staff or Committee Function? 

Who is Responsible? Board CEO/Staff Committee 

1 . Approve the annual budget. ./ 

2. Make staff hiring decisions for other than the Exec. Dir. ./ 

3. Develop (review) programs or services. ./ ./ 

4. Assess the performance of the board 

5. Encourage and enforce board accountability. 

6. Assess the performance of the executive director. 

7. Approve the 990 tax report for submission to the IRS. 

8. Establish policies. 

9. Set the agenda for the Board meetings. 

10. Monitor income and expenses on a daily basis. 

11. Select the auditor/CPA. 

12. Revise the organization's mission statement. 

13. Exercise fiduciary oversight of the organization . 

14. Identify, recruit and select new Board members. 

15. Create a fundraising plan. 

16. Create a strategic plan. 

17.Create a business plan of action. 

18. Engage in day-to-day management of the organization. 

19. Create organization positions and resolutions. 

20. Create organization procedures. 

21. Renew insurance coverages. 

22. Budget for staff education. 

23 . Identify future volunteer leaders. 

24. Appoint committees. 

Bob@rchcae.coll1 www.nonprofltcenter.com 
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The Governing Documents (4) 

What are my "governing documents?" There are four that create the framework for a nonprofit 
organization. 

Duty of Obedience 

Board members should be asked to read the governing requires the board to act in 

documents . The corporate concept of "duty of obedience" accordance with the 

requires adherence to these documents. organization's rules and 
policies, and in furtherance 

Mission Statement 
of its goals as stated in the 
mission statement, articles 

The mission statement --- or statement of purpose --- is the single of incorporation and 
most important governing document. It is the justification for the bylaws. 
IRS issuing tax-exempt status to the organization. 

The mission statement guides the board and staff, and 
informs members, prospects and other organizations as to the Relationship of the 
reason for your existence. A mission statement is generally Governing Documents 
reviewed and updated when the strategic plan is developed. 
The trend is for a short, memorable statement that identifies Each organizational docllment 
the organization, the membership it serves, and what it has a specific relationship to a 
offers. governing or membership body. 

Articles of Incorporation Statement of Purpose 
The articles of incorporation (sometimes referred to as the (Mission Statement) > IRS 
charter or constitution) are the primary rules governing the 
management of a corporation, and are filed with a state or Articles> State 
other regulatory agency. State legislatures may amend the 
law periodically; thus staff must monitor changes to state Bylaws> The Membership 
corporate law. 

Policies> Interpretation of all 
Bylaws the Above 
A bylaw is a rule governing the internal management of the 
organization. Bylaws cannot supercede local, state or federal 
laws. 

The founding directors draft the initial bylaws under the authority of its 
articles of incorporation. Bylaws generally cover topics such as 
membership categories, how directors are elected, how meetings are 
conducted, standing committees, and descriptions of responsibilities. 

The general membership typical must ratify amendments to the bylaws. 
The IRS requires that amendments to the governing documents be 
submitted annually (use Form 990.) 

Board Roles and Goals - Bob Harris, CAE 10 



Policies 

A policy interprets the governing documents and is usually maintained in the form of a policy 
manual; for example, a policy on investing the organization's savings. The policy development 

process includes the identification of recurring issues and the best 
alternatives selected by the board. 

Policies can be adopted or changed by the board without involving the 
general membership. The authority and rationale for policies are always 
found in the meeting minutes. Consider policies as the wisdom of the 
board passed on to future leaders and staff. 

In closing, these four governing documents should be in a format that are easily read and 
understood by the board so that they may fulfil their responsibilities. 

# # # 

Create a Leadership Manual 

What documents you expect to review in the board's leadership manual or on-site "board 
room." 

• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
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T11e GO\ler11i11g Docun1ents 
~I~ 

Hierarchy of Governing Documents 
Guide to the hierarchy, origin, purpose and application of the seven governing documents for exempt organizations in the USA. Listed in order of hierarchy. Be 
sure to rely on authorities for counsel, including the IRS, the state Division of Corporations, legal, accounting and insurance professionals. 

Document Linkage Source and Purpose 

Mission Federal A brief statement of the purpose of an organization. The mission statement guides the actions of the organization, spells out its 

Statement Gov't. overall purpose, provides a sense of direction and guides decision making. Mission statements often answer three questions. (I) 
Who are we, (2) whom do we serve, (3) what do we offer? The IRS requires submission of the statement of purpose for all 
exempt organizations on Form 1023 or 1024. Thereafter, it is submitted annually on IRS Form 990. If the mission is vague or 
lost, review Form 990 to determine what was submitted or find the original application for exemption. The preamble to the bylaws 
and articles of incorporation may identify the mission. Enhancements to the mission may occur at the strategic planning retreat. 
[Activities outside the mission statement may cause unrelated business income tax (UBIT.)] 

Articles of 
Incorp. 

State Gov't. A legal document filed with state government setting forth the purposes and regulations of the organization. At the time of 
founding, most exempt organizations register as a not-for-profit corporation. States have varied regulations. Many states post 
the articles or supporting information on their official government website. Annual filing is usually required. 

Bylaws Board and 
Members 

The rules adopted to govern and regulate internal affairs. Bylaws generally include, for instance, procedures for meetings, 
committees, elections, amendments, board duties and member categories. Most organizations require amendments to be ratified by 
the membership. The bylaws should remain broad in scope with more detailed information adopted as policies. 

Policies Board and 
Staff 

Policies express the wisdom of the board of directors for current and future leaders to follow the preferred methods for achieving 
the mission and decision making. They must be consistent with the bylaws and articles. All policies are adopted or amended as 
motions and recorded in board minutes. At least annually, policies should be transcribed from the board minutes into a policy 
manual. Policies should distinct from the staff's day-to-day operating procedures. 

Strategic 
Plan 

Board, 
Committees, 
Staff and 
Members 

A document developed to identify long-term (often 3 to 5 years) goals, strategies and tactics. The plan should align objectives with 
resources and organizational capacity. A strategic plan generally includes an affirmation of the mission (and supporting statements 
such as vision and values), a description of long-term goals, fresh strategies or means to achieve the goals, and may include tactics 
and performance indicators. It is the guide for successive leaders . It should be reviewed for progress at least annually. 

The statement of estimated income and expenses for the year. It is drafted annual by a budget committee, elected treasurer and 
staff; and approved and monitored by the board of directors. A chart of accounts is a supporting document explaining the purpose 
and source of budget line items. 

Annual 
Budget 

Board, 
Committees 
and Staff 

Business or 
Action 
Plan 

Board, 
Committees 
and Staff 

The break down of the strategic plan to identify current year tactics, assignments, deadlines and interim performance measures. 
Often aligned with the organization's committees and staff members or departments. Development of a business or action plan is a 
staff responsibility, often taking the form of a template or spreadsheet to monitor progress. 



Essential Documents - Systems 

Document Maintenance 

The application to detennine qualification for exemption from federal income IRS Form 1023 or 1024 
~ "E tax. For instance, 501(c)(6) designation. If it is lost, check with the person 

E= ~ r-__________________-r~w~h~o~o~ri~giin-a~llL-yfil-d t~he--re~~q~lu_est_w it_h_t~he~IR--S-.-A-~plu~b-li~c-d~o~c-um~e-n~t.--________~-e~~ _ __ 
Col a:: IRS Form 990 Filed annually and maintained as a public document. Retain a copy at the 
~ ~ headquarters office to respond to public requests. 
~ '§ r-L-e-t-te-r-o-f-------------r-I-ss-u-e...Ld~--t-h-e--=I~R--=S-t-o--'i-n--=d~icLa-te tax'---e"-x-e-m-p-t-s-ta'-t-u~s.--A-p-ubl ic .by ---	 ~--=~-d--=o-c-u-m-e-n-t---=T~h-e-I-R-S--~ 

... Q. Determination 	 helpline is 877/829-5500. 

Mission Statement The purpose of the organization in a short statement with PR and positioning 
s.. 
o E value. If vague or lost, review the most recent IRS Form 990 to determine 
~ ~ what was submitted; also the IRS application for exemption (Form 1023 or 
'<ij ell 1024). Review preamble of the bylaws and articles. Amendments to the 
~ ~ 	 s i~o_n_s_h_o___oc~c'___u_r_a_t_th_e_s_t_ra_t~eg~:i cJP_lla_n_n_i-:-n~gre--=t_re_a_t_.__~______________~r-__________________-r_m_i_s~ u ld ~ _
~] Values Statement The guiding principles of the leadership and staff (not to be confused with a 

.:2" i': membership code of ethics.) Developed at the strategic planning retreat. c =r--::-------=-------------r___=___=----~--___=~___=--~----~------~___=~~--___=~--~___=--___=~ 

::I Vision Statement 	 The long-term, inspirational, desired outcome for the organization. What will 
success look like? Reviewed and adopted at the strategic planning retreat. 

Articles of 	 Issued by state government; indicates corporate status, i.e. not-for-profit. May
Ci).!!l
c c Incorporation 	 require annual filing or renewal. .- ~ r-~--L-~-----------r--A---------___=~---=---------=-----=---=------___=-------=---=-----=--___=--~
E E Bylaws 	 The document describing the relationship between the organization's board of 
~ = ~ Col 	 directors and its membership or stakeholders. 
o 0 ~------------------~--------------------~------------------------------------~ o Q Policies 	 Interpretation of the bylaws and articles adopted as board policies. 

Policy Manual 

Personnel Manual 

The board adopted policies transcribed from meeting minutes into a policy 
manual. May be sunset and updated through a committee review . Should be 
reviewed at least every 5 years to be sure it is current and understood by 
volunteers. 

The employee handbook communicating job details and responsibilities . 
Created by an HR specialist or labor lawyer. Templates may be available from 
Soc. of HR Managers; state chamber of commerce or state department of labor. 

Leadership Manual 

Procedures Manual 

Style Manual 

Emergency Manual 

The documents necessary for volunteer leaders to fully understand and execute 
their roles and duties . Presented as notebook or virtual manual on-line. 

Documentation by staff of the steps and best-practices for every activity, event 
and process. Developed by each staff member based on job responsibilities. 

A brief manual indicating the preferred styles, official logo and colors, typeface 
preferences, etc. to brand the organization. 

The key documents protected away from the office, as well a communications 
and business continuity plan. Local and state emergency management officials 
may provide templates and resources for creation. 
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Responsibilities of the Directors 

1. Determine and Articulate the Mission and Purposes 
A statement of mission and purposes should articulate the organization's goals, means, 
and primary constituents served. It is the board of directors' responsibility to create the 
mission statement and review it periodically for accuracy and validity. Each individual 
board member should fully understand and support it. 

2. 	 Select the Chief Executive 
Boards must reach consensus on the chief executive's job description and undertake a 
careful search process to find the most qualified individual for the position. The 
board also selects the board attorney and CPA. 

3. 	Support the Chief Executive and Assess Performance 
The board should ensure that the chief executive has the moral and 
professional support he or she needs to further the goals of the 
organization. The chief executive, in partnership with the entire 
board, should decide upon a periodic evaluation of the chief 
executive's performance. [CEO is responsible unless the actions of 
the board prevent the CEO from performing his or her job.] 

4. 	 Ensure Effective Organizational Planning 
As stewards of an organization, boards must actively participate with 
the staff in an overall planning process and assist in implementing 
the plan's goals. 

5. 	 Ensure Adequate Resources 
One of the board's foremost responsibilities is to provide adequate resources for the 
organization to fulfill its mission. The board should work in partnership with the chief 
executive and development staff, if any, to raise funds from the community. 

6. 	 Ensure Effective Resource Management 
The board, in order to remain accountable to its donors, the public, and to safe 
tax-exempt status, must assist in developing the annual budget and 
ensuring that proper financial controls are in place . 

7. 	Determine, Monitor and Strengthen Programs And Services 
The board's role in this area is to determine which programs are the 
most consistent with an organization's mission, and to monitor their 
effectiveness. 

8. 	 Enhance the Organization's Public Image 
An organization's primary link to the community, including 
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constituents, the public, and the media, is the board. Clearly articulating the 
organization's mission, accomplishments, and goals to the public, as well as garnering 
support from important members of the community, are important elements of a 
comprehensi ve public relations strategy. 

9. 	 Ensure Legal and Ethical Integrity and Maintain Accountability 
The board is ultimately responsible for ensuring adherence to legal standards and 
ethical norms. Solid personnel policies, grievance procedures, and a clear delegation 
to the chief executive of hiring and managing employees will help ensure proper 
decorum in this area. The board must establish pertinent policies, and adhere to 
provisions of the organization's bylaws and articles of incorporation . 

to.Recruit and Orient New Board Members; Assess Board Performance 
All boards have a responsibility to articulate and make known their needs in terms of 
member experience, skills, and many other considerations that define a "balanced" 
board composition. Boards must also orient new board members to their 
responsibilities and the organization's history, needs, and challenges. By evaluating its 
performance in fulfilling its responsibilities , the board can recognize its achievement 
and reach consensus on which areas need to be improved. 

# # # 

From Ten Basic Responsibilities of Nonprofit Boards. Washington, DC: BoardSource, 
formerly the National Center for Nonprofit Boards, Adaptation. 

A~~()ciati()n Life'~ 

Board Myth #1 - Upon their election, 
E members will transform into effective directors 

without orientation or training. 
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Duty of Obedience, Loyalty & Care 

Under well-established principles of not-for-profit corporation law, a board 
member must meet certain standards of conduct and attention in carrying out 
his or her responsibilities to the organization. Several states have statutes 
adopting some variation of these duties, which would be used in court to 
determine whether a board member acted improperly. These standards are 
usually described as the duty of care, the duty of loyalty, and the duty of 
obedience. 

o The Duty of Obedience .. . forbids acts outside the scope of corporate 
powers . The governing board of the organization must comply with 
state and federal law, and conform to the organization's charter, 
articles of incorporation and bylaws. 

o The Duty of Loyalty ... dictates that officers and directors must act in 
good faith and must not allow their personal interests prevail over the 
interests of the organization. 

o The Duty of Care . .. requires directors and officers to be diligent and 
prudent in managing the organization 's affairs. The individuals 
charged with governing must handle the organizational duties with 
such care as an 
ordinary prudent 
person would use 
under similar 
circums tances. 

o Duty of 

Confidentiality? 
 / 

o Duty of Curiosity? 

o Duty of Oversight? 

BoardDiligence(3) 
Board Roles and Goal s - Bob Harris, CAE 16 



Distinguishing Mission, Vision & Values 

Every organization has a mission statement. (Most organizations have submitted the 
mission statement to the IRS as a requisite for receiving a federal income tax exemption.) 
Fewer organizations have a vision or values statement. 

The statements guide the board, staff, efforts and allocation of resources. They have a 
public relations value. They may be fine-tuned periodically for relevance --- usually in 
conjunction with the strategic planning process. 

Mission Statement - The mission statement is the foundation of the organization. It 
identifies who is served, how and why. The statement should be one or two, precisely 
worded sentences . A good mission statement answers, "Why does the organization 
exist?" 

o 	 "As the voice for health care, our mission is to advance the interests and meet the 
needs of our members, enabling them to provide the highest quality and most cost
effective services throughout the state." 

o 	 "The mission of the Chamber of Commerce is to facilitate the 
progressive development of our business community through Mission, Vision, 
economic development, advocacy and workforce development." Values make up 

the organization 's 
Vision Statement - An inspiring statement answering: "What do we brand platform 
want to be in the long-term if we had unlimited resources?" Think of and public image. 
the vision statement as an image of the organization if it fully carries 
out its mission and strategic plan. 

o 	 "The organization will be the premier source of consumer and member information to 
guide the profession to be most highly respected, best positioned and profitable." 

Values - Core values are consistent with the mission, informing others of the 
organization'S guiding principles maintained by board and staffs . It is better to adopt 
value statements than to amend the mission, vision or bylaws. They are often enumerated 
or bulleted, for example: 

• 	 Excellence: The highest professional and ethical standards will govern our work and 
our relationships with others. 

• 	 Leadership: We will act decisively on behalfofour membership and the industry. 
• 	 Collaboration: We are committed to listening to a variety of viewpoints and to 

building consensus within the industry. 
• 	 Innovation: We will continually explore new avenues to provide better service to our 

members. Mission, Vision & Value Statements.doc 

Board Roles and Goals - Bob Harris, CAE 17 



Focus on What Matters 

"Focus on what matters," was the recommendation to incoming presidents by 
Joel Singer, Executive VP of the California Association of REALTORS®. 

The phrase should be the mantra for every president, regularly asking, "Does this activity 
or discussion matter to the big picture of governing the organization?" 

Distractions will occur during every president's term. They come in the form of verbose 
board members clamoring for attention, or a poorly defined project taking on a life of its 
own. Use this advice tofocus on what matters. 

Preparing to be President 

1. 	 Read Governing Documents - The authority of the president comes from the 
governing documents. Read the articles of incorporation, bylaws and policies to 
understand expectations and limitations. To ignore or misunderstand governing 
documents leaves a president at a disadvantage among directors who have studied 
them. 

2. 	 Build the Team - Get to know the executive officers, directors and staff. Ask them to 
help advance a plan of action. When a director gets out of hand, the team will help 
correct the situation. 

3. 	 Realistic Outcomes - Trying to do too much leads to failure. Identify projects that 
can be accomplished and fit within the mission and strategic plan. Write the inaugural 
president's message by communicating the successes members can expect. Write the 
final president's message by summarizing how these goals were achieved. 

4. 	 Rely on the Mission - A mission statement frames the purpose for the organization's 
existence. All activities and discussions should fit within the mission statement. 
Promote its awareness by keeping it at the bottom of agendas, the wall of a conference 
room, or read aloud at the start of meetings. 

5. 	 Follow the Plan - The strategic plan is an organizational roadmap, 
developed through consensus of the board. The plan identifies 
what matters --- serving as a primary guide for the president. 

6. 	 Envision Success - Avoid short-tenn thinking (month to month) 
in favor of envisioning what success will look like at the end of 
the year. With the end in mind, stay focused on what matters and 
pay less attention to distractions. 
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Performance as President 

7. 	 Understand Rules of Order - Rely on meeting protocols to maintain order. 
Knowing the basics of parliamentary procedure gives the president the advantage with 
outspoken board members. 

8. 	 Reign in Verbose Directors - Some directors will offer ideas with gusto, ignoring 
what's on the meeting agenda. Be firm with directors by suggesting, "That is an idea 
we can consider but its not on today's agenda, let's discuss it after this meeting." 

9. 	 Craft Agendas - It is an art and science to draft an effective meeting agenda. From 
convening the meeting to adjournment, it should advance the board in achieving 
results. The president who crafts a good agenda (not leaving it up to staff) will be 
better prepared for the meeting. 

10. Consider the Board Table - The president's seat at the table should be positioned to 
see and hear everyone. Don't give up the prime position or ignore boardroom set up. 
It is best to have the executive officers sitting to the right and left of the president, 
with the executive director close at hand to serve as a resource. 

11. Manage Committees - Committees work for the board. If they initiate projects on 
there own (without the direction of the president) they become distractions. Manage 
committees by ensuring that they have a statement of purpose and current year 
assignments . Create lines of communication with committees --- and avoid the 
temptation to do committee work at the board table. 

, .., 
12. Ban Micromanagement - The president's role is 

governance; the executive director's role is management. 
Micromanagement occurs if the board quits being 
visionary and starts focusing on minutiae and 
administrati ve tasks . If it helps to keep the board focused 
on what matters, get a gavel and a sign, "We're in the 
Weeds!" : 

A void being side tracked. Focus on what matters to advance ~ .. " •
the organization's mission and goals. 

# # # 

Note: Bob Harris provides free tips and templates at www.nnprofitcenter.com . Elected 
officers can download The First 100 Days - Preparing to be President. 

WE'RE 
IN THE 

WEEDS! 
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Traits of Successful Nonprofits 

Seven traits of successful nonprofit 
organizations: 

1. 	 Customer Service Culture- "We're here to 
serve you," "Every day, every member." 

2. 	 Alignment of Products and Services with 
Mission - Mission is consistent with 
deliverables of benefits and features. 

3. 	 Data-Driven Strategies - Information gathering 
and analysis; evidence-based decision making. 

4. 	 Dialog and Engagement - Internal and external 
dialogs among stakeholders, volunteer leaders 
and professional staff. 

5. 	 CEO as Broker of Ideas - CEO communicates 
and encourages visionary thinking. 

6. 	 Organizational Adaptability - Responsive to change, able to adapt, not limited by 
structure and culture. 

7. 	 Alliance Building - Beneficial partnership and collaborative efforts. 
7 Measures of Remarkable Assocs 3-07.doc 
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Board Self Evaluation 

I~()an.l CI "Illation i~ all appw<leh III illlpr(ll illg gO \ 'CriiOlil'C --- II ith the ilileill 10 lll'linlaill a high 
perl(lrIllillg hllard. IIle l'hicrl'kclCd oml'l'r (not sIan) k'llb lhl' prtK·l'S~. Inpul II ill hc trL~)kd II ilh 
l'Ull Ji,iclll'C 

Indicate your understanding of and offer 
recommendations for these governance 
aspects. 

Very 
Comfortable 

Somewhat 
Comfortable 

Somewhat 
Uncomfortable 

Very 
Uncomfort· 

able 

Not 
Sure 
NJA 

Mission and Strategic Direction 

1 , Board efforts advance the mission , vision, 
values and goals 

2 . The strategic plan portrays an image of the 
organization in 3. 5 or 1 °years 

3. Meetings and agendas are organized to 
achieve the mission and goals (and avoid 
operating matters,) 

Comments: 
Governing Documents 

4. Board understands and upholds all governing 
documents , 

5, Policies are adopted and followed to guide 
current ancl lutu re leaders 

Comments: 

Leadership, Succession and Transparency 
6, Board selection process is transparent and 

ensures leadership succession , 

7, Board orientation and self assessment is 
sufficient. 

8. New ideas and people are respected , 

Comments : 
Budgeting, Finances and Infrastructure 
9, Board adopts annual budge! and is engaged in 

monitoring finance s, 

10. Reserves/savings and Investment strategies are 
appropriate 

11 Financial reports are clear. accurate and timely . 

12. Annual audit and auditor's recommendations 
are reviewed. 



Indicate your understanding of and offer 
recommendations for these governance 
aspects. 

Very 
Comfortable 

Somewhat 
Comfortable 

Somewhat 
Uncomfortable 

Very 
Uncomfor!

able 

Not 
Sure 
N/A 

Comments 
Professional Staffing and Structure 
13. Board delegates authority, polic ies and 

resources for CEO to manage organization. 

14. CEO performance is assessed . 

15. Staff relations are professional and collegia\. 

16. Structure of organization is highly effective. 

Comments: 
Risk Management  Protection 
17. Fiduciary duties are understood. including 

duties of care, obedience and loyalty. 

18. Perceived and real conflicts of interest are 
disclosed. 

19. Antitrust violations are strictly avoided . 

20. Discussions and documents are treated with 
confidentiality. 

21 It is clear who speaks for the organization and 
that only those persons can delegate authority. 

22. Insurance and risk management measures 
adequately protect the organization. 

Comments: 
Committees, Counsels and Task Forces 
23. Committee structure benefits board productivity 

and advances strategic goals. 

24. Board does not conduct committee work at 
board meetings. 

Comments: 
Benefits, Programs and Services 

25. Board is familiar with majority of association 
programs and services. 

26. Programs and services are periodically 
reviewed to ensure relevance to members. 

Comments. 
Overall 
27. Serving on the board is a gratifying experience. 

Comments 

U()W , fJ-I'cdIlIlIlUII(JIlt.I, nf.1 _1111 

Board Evaluation 
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Memo to Nominating Committee 

To: Nomination Committee Chair 

From: Chairman of the Board 

Re: Qualifications of the Board Members 

Let me address your responsibilities as the nominating committee. The bylaws state that 
you are to identify, evaluate and recommend qualified candidates to serve on our Board. 
As chairman I take that responsibility very seriously; your input will effect our 
organization in the short and (very) long term. 

Here are the minimum qualifications I am asking that you consider before we nominate 
anyone to serve on our Board. 

o 	Unyielding commitment to make our association the absolute best for serving our 
members. 

o 	Ability to work as a team member, accept compromise and to support all decisions of 
the board . 

o 	Dedication to really achieve the goals set in our mission, bylaws and strategic plan 1. 

o 	The resources, time and employer support (if applicable) to be fully engaged in the 
business of our association by attending meetings, accepting committee appointments, 
contributing to our efforts, etc. 

o 	Willingness to disclose any potential or perceived conflicts of interest and a 
commitment that the association is where his or her loyalty lies. 

o 	Experienced leadership and the ability to think strategically. 

The personal characteristics I want you to consider include: 

o 	Enthusiasm to serve and promote our association 

o 	Flexibility in scheduling, thinking and acceptance of ideas. 

o 	Integrity and a noticeable passion for excellence. 

o 	Entrepreneurial spirit and understanding the finances of a business. 

o 	Genuine passion for our mission and members. 

o 	Accountability for follow-through on projects and personal responsibility. 

I Be sure you have a copy of our mission statement, bylaws, strategic plan and conflict of interest form with 
you when you approach prospective board candidates. 
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Before, During and After Board Meetings 
A compilation of practices offered through the ASAE Executive Section listserv in March 
2010. 

IBefore the Board Meeting 

1. 	 Provide the board book and background information at least two weeks in advance of 
the meeting. 

2. 	 Rely on the chair to promote (or enforce) advance reading of the book --- when topics 
arise that were obviously provided in advance, he or she should point out, "the answer 
is in the information you were provided." 

"You'll know you 
3. 	 Use a behavioral analysis tool at the start of the year to help got it right by the 

directors understand the varied personalities and get to know each degree of engaged
other. discussion. " 

4. 	 Stay in touch with stakeholders (members) - don't let the board 
think they represent the views and needs of members unless they really do. 

5. 	 Distribute a chart or guide explaining board rules of order; or use ABCs of 
Parliamentary Procedure published by Channing Bete (about $1) . 

6. 	 Be sure the room and table are conducive to board discussion; a hollow square or open
U is best. 

7. 	 Use tent cards to remind and familiarize directors who have forgotten names; on the 
back or bottom of tent cards use the space for mission 

statement or antitrust avoidance statement. 


8. 	 Assign seats using name tent cards to mix up the dynamics; be 
sure officers take their places at the head of the table. 

9. 	 Rely on an organizational chart to depict appropriate hierarchy, flow of information 
and decision making processes. 
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10. Post the mission, vision and values in the boardroom or display it on an easel at the 
meeting. 

11 . If the board meeting is two days or two parts, reconvene the second part with a recap of 
what was achieved and what still must be addressed . 

12. Provide a guide for key issues and what is expected as outcomes: For example, "Up 
for discussion" "Information only" "Requires action" "Economic impact" etc. 

13 . Hire a parliamentarian to keep discussions on track; or at a minimum rely on a 
parliamentarian to teach rules of order at the board 's orientation. 

"Use all the brainpower 14. In advance of the meeting, discuss agenda items with the 
for something that appropriate officers. 
actually matters." 

15. Identify the responsible positions or names next to agenda 
items; share it well in advance so directors can properly prepare for the meeting. 

16. Advise directors of the proper channels, protocols and deadlines for adding items to the 
agenda; avoid agenda surprises squeezed into "new business." 

17. Organize agenda topics by strategic goals; each committee report falls under the 
respective goal. 

18. When providing advance board, only bring extra copies of the agenda to the meeting -
- relying on board members to have read the packet in advance - not expecting staff to 
bring extra packets. 

19. Provide enough time for meaningful discussions --- not just reports checked off a list. 

20. More effective than a timed agenda is a good chair who keeps things moving by not 
being fearful of cutting off discussion. (But don't obsess about time
you don't want to skip over important issues because time elapsed.) 

21. "Front load" the agenda with the most important issues so you don't 
run out of time. 

22. Terminology: 	 If the organization has a unique set of terms or 
acronyms, include the list and meanings at the board table. 

23. *" Identify "action items" with a star so directors can see what requires the most 
attention on agendas. 

24. Conduct a conference call prior to the meeting to try to dispense with administrative 
tasks and help the directors understand the larger issues at hand. 
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25. Staff reviews the financial report with the treasurer in advance. 

26. Prepare a brief "rule of engagement" or "code of conduct," identifying board 
expectations but not stated in the bylaws. For instance, we respect new ideas, nobody 
should dominate discussions, the boardroom is the proper place for deliberation, 
everyone should be willing to take on extra tasks, we start and end on time, etc. 

27. Identify a MEGA-ISSUE on every agenda; one in which the chair and executive 
director have selected the burning issue to advance or resolve at this meeting . 

28. Include a BHAG on every agenda. 2 

29. Discourage digital distractions; when board members turn to text 
messaging and the Internet --- it's a sign that they are not engaged. 

30. Strategically organize the agenda -	 more difficult decisions 
interspersed with "low hanging fruit." Spend the most time on issues 
with strategic value for the organization. 

31. Add "Good Governance Rules" at the top of the agenda, for example: 

• 	 Meetings start on time; 
• 	 Please stay within time allocations; 
• 	 Keep it simple; 
• 	 Max. discussion time is 10 per topic in general; 
• 	 One speaker at a time; 
• 	 When further discussjon or research is needed, topic will be postponed; 
• 	 Don't do committee work at the board table. 

I During the Board Meeting 

32. Use a consent agenda. Use a consent agenda. Use a consent agenda. 

33. Project the agenda and background materials on 
BOilnl Action Grid

a screen with a laptop and LCD projector; 
keeping board members looking up and 
everyone on the same page. Too often board 
members are shuffling papers and looking down 
at text messages. 

34. Provide a decision-action grid to help the board 
understand the available actions. 

ApproV9, Acpgpt. Elidol _~, 
Valldal" 

TI19 8 0n rd (·1 O"';'JI,)," will TI~ Boord of Dir~r.. tc,r~ will 
m.:.1Kg a d~d5i,jn vI) ~1 :JPPfiN~ a rlif co mmendatic·n 01 
t'l;lc(lrnnlQfld.11ion (II' <: h(l) :Jg C:r)ura.~ o.f actj,:.n that htl ~ p(·I1(.1, 
;:Ull<:Jng optk' os g.;.nQ: ral .;.:1 ~tr31dgy. IX:.tnd, or nm t.;rbl 
il1tQnlOlly oJr by c» mrnitt';'~ 6 t~lff. bujJ]8t imrJi-3ri,·jr"ls. 

llnde·f';tj~ilnd GUidI:? 

Til", Eo,lIt l 01 DiI 8·'~)r. -.vill Th~ Bt)8rd .:.If Dir~L·h:·n:: vl'ill 
I}?HQI' Ilwlfm;.tnod ..1 Cliti.; 11 mpv id~ tJ llidF1 nil ~ to 
j C~U~t p.;!lrc, ~#t,;tiv~. 1)1" c~! nam~~ Ct)rnmitwal~ and stnff ar. it 
Ih;>1 i ~ critiC<l i to a.)flrcllG<v~1 r81~1"') b) I1 sbW.l1h1 &lral"·;!,/. 
t·~spong.ibilities. poli..:y.. bmnd, 0 1 bv.:tgQI. 

2 Good to Great's "Big Hairy Audacious Goal" 
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35. Start and end meetings on time; hang a clock on the wall; appoint a volunteer to serve 
as timekeeper. 

36. Find ways to address questions through a process of values and performance measures 
(create a matrix to determine the importance of discussions.) 

37. When board books are used, the chair needs to remember to point out the page number 
with the transition of each new topic. When the board book is a PDF document, use 
the page numbering feature to make it easy to find information. 

38 . Take frequent breaks - don't allow an overly ambitious chair to forget the need to 
stretch and refresh with breaks every 60 to 90 minutes. It improves outcomes. 

39. State the conflict of interest policy and start the meeting by asking, "Everyone has seen 
today's agenda, is there anyone who wants to make not of a potential conflict of 
interest?" 

40. Use a dashboard to report on performance measures that the 
board should monitor; minimize the traditional reports about 
what has occulTed since the last meeting. 

41. Agree upon specific performance measures --- positIOning 
the board to be objective rather than subjective. 

42. Make note of the antitrust avoidance statement and record such in the minutes. 

43. Keep a flip chart in the room in case an issue needs development through graphics and 
problem solving. 

44. Invite local members as guests (with rules for addressing the board) if your meetings 
rotate to chapters and components 

45. Use the tentcards to signify a desire to address the discussion by turning the tentcard on 
end (vertical.) 

46. Serving food ? Provide high-energy, low-carb snacks to avoid the afternoon 
sluggishness associated with a big meal. 

47 . When providing a meal break, use a separate room so directors have a chance to stretch 
and get away from the work setting. 

48 . Always include caffeine and chocolate at the board table. 

49. Promote the boardroom as the safe place for deliberation; cautioning against rehashing 
meetings in the parking lot or by email. 
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50. Envision and anticipate significant results and share the vision, "Today our goal is to 
achieve a significantly positive outcome and implementation for the initiatives we've 
been considering." 

51. Consider application of Policy Governance to clarify roles, processes and ends' 
statements (reference: Carver Policy Governance.) 

52. Make it acceptable to simply have a "conversation" without making a decision. 
Develop an agreed upon process to explore an issue that will get a 
sense of the board's interest without undertaking the full 
deliberation and decision. 

53. Assign new ideas to a "parking lot" for future consideration. 

54. Be sure the board chair understands the role of facilitating the 
meeting; calling on members who may be quiet and quieting members who may 
dominate. 

55. Rearrange name tentcards after the break to change the meeting dynamics. 

56. Invite a guest speaker to each board meeting to offer education (i.e. parliamentary 
procedures, accounting principles, industry updates, etc.) 

57. Add two extra seats at the board table and ask directors to strategically invite select 
future leaders to observe. 

58. Give every board member a chance to lead - share assignments and help them develop 
leadership skills by asking various directors to make reports, lead a discussion, etc. 

59. Use the flipchart to track and document decisions as the meeting progresses. A 
flipchart can be used to quiet a verbose director by asking them to, "organize and 
outline your ideas on the flipchart at the front of the room." 

60. At meal breaks divide the board into three strategic groups assigned to tables so they 
meet different persons at each meeting (i.e. east, west, central or big, medium, small, 
etc.) 

61. Wrap up meetings with a summary of what was accomplished offered by the chair or 
executive director. 

62. Once a year the board makes a big deal of staff appreciation by serving the lunch to the 
staff members in attendance. 
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I After the Board Meeting 

63. Identify action items in the minutes in bold - similar to the action items that were 
noted on the corresponding agenda. 

64. Work must not end when the meeting adjourns. Use the time between meetings to 
continue work. 

65. The CEO prepares talking points or highlights immediately after the meeting to help 
directors communicate the achievements and issues from the recent board meeting. 

66. Create a PowerPoint to identify highlights, actions and outcomes at the last meeting. 

67 . Distribute an evaluation or use SurveyMonkey for a 3-question survey - How effective 
do you think this meeting was? How can we improve governance? 

68. At the end of the chair's term conduct a confidential board self-assessment and solicit 
ways to improve governance. 

"It is about the 
content of the69. Celebrate! Board members are there because they want to do a 
agenda, ifyou get great job --- celebrate their small and big achievements after 
that right everything each meeting. 
else falls into place. " 

70. Distribute minutes promptly; recognizing that volunteers gave 
of their valuable time, thus they deserve to see the minutes. 

71. Don't post minutes to a public website, instead post a summary of board actions. 

72. When distributing minutes electronically (email attachment) be sure they are a PDF 
format and not a Word document. 

73. Do not add "attachments" to the minutes; let minutes stand on there own --- filing 
support documents in other locations. 

74. Maintain everything at a shared board governance website page; password protected. 

75. Require committees to keep minutes , too . Provide them with a simple committee 
minutes template. 

Board Meeting Practices 3· ]O.doc 

bob@rchcae.c 
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Effective Committees 

I Survived a Year on a Committee! 

Last year I cringed when I was asked to serve on a committee. Before I said 
"yes," I was determined to learn how to be a good committee member. You see 
I've served on committees that wasted my time, had no clear purpose and 
succumbed to egos and politics. 

Now that my year of service has ended I can say, "I survived a year on a 
committee!" Let me share how I approached my committee work: 

Committee Survival Tips (10) 

Purpose - My first question was "What's the purpose of the committee?" I 
wanted to ensure a good reason existed for our committee. (I'm in favor of 
eliminating or merging unnecessary committees.) 

Charges - Now that I knew its purpose, I wanted to be sure the committee had 
received a clear work assignment. What did the incoming board chair 
communicate to the committee's chair about expectations and outcomes? The 
clearer the charge --- the more likely our success. 

History - I knew our standing committee was not new to the organization. So I 
asked the committee chairman about last year's records. I wanted to know what 
had been accomplished and what work was pending. The staff gave us the prior 
"committee notebook." It explained rationales and helped us avoid redundant 
discussions. We made a commitment to help future committees by taking good 
notes and keeping all of our drafts and minutes in a similar notebook. 

Performance Measures - At our first meeting I asked how we would measure 
performance. I suggested we include accountability (who, when) and 
quantifiability (how many, how much) to gauge progress during our term. 
Everyone agreed and we achieved all of our aims within the year. 

Linkage - Committees usually serve at the pleasure of the board. Thus, we asked 
how we would be expected to keep the board informed of our ideas and progress. 
Did they expect written reports? Would a board liaison attend our meetings? 
Would a staff member be assigned to our committee? We respected protocol by 
asking questions at the onset and viewing the organizational chart that showed 
hierarchy and information flow. 
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Vice Chair - We were told our committee had a chairman and he would schedule 
meetings, set agendas, etc. He inadvertently missed our second meeting and we 
sat there with no leadership, nearly wasting three hours (multiplied by 12 persons). 
We suggested that the chairman appoint a vice chair that would serve as a backup 
and could be a potential future committee leader. 

Timeline - We set a schedule for the year. How often would we meet in person 
and by phone? What mid-year goals did we need to accomplish to stay on 
schedule? We developed a committee calendar and stuck to it. 

Alignment - I knew a committee could not operate in a vacuum. We were part of 
a larger structure that included other committees, policies, a mission statement and 
probably a strategic plan. We asked for a copy of the strategic plan to ensure that 
our work fit inside the long-term goals. The mission statement was a reminder to 
stay on task; we read the mission at every meeting and included it on the bottom of 
the agenda. 

Meeting Agendas- We promised that meetings would not waste our time. To that 
end, the chairman suggested distributing our agenda 14 days before meetings. It 
helped me prepare, anticipate discussions, and reminded me of items I had offered 
to do but had forgotten. 

Minutes and a Final Report - We agreed to keep meeting minutes and distribute 
them promptly. This served as a reminder of our plans and progress. The staff 
appreciated receiving the minutes and shared them with the board chair to keep 
him apprised. At the end of the year, we assembled all the agendas, minutes and 
suppOlting documents to create a committee notebook for next year's group. 

Not all committee experiences are so positive. Use these tips to educate your 
committees. 

# # # 
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Committees Review 

Introduction: Committees work for the board to advance the mission and goals. Their 
authority comes from either the bylaws (standing committees) or the appointment by the 
current term president. Committees do not have authority to act on their own, speak for 
the board or contract on behalf of the association. Every committee requires staff time to 
maintain, monitor and assist. 

In recent years, organizations have downsized committees that were not effective or had 
minimal return on investment. Quite often an organization will align all committees with 
the goals in the strategic plan. Committees that do not easily align may be eliminated or 
merged with other committees. 

Purpose: The purpose of the committee review is to determine if committees are 
effective and offer a ROJ. Are there committees that have existed but no longer know 
their purpose? Do all committees generate income and resources, or are they a cost to the 
association? Should any committees be merges, transitioned to a task force (called upon 
only as needed.) 

The first two columns identify the committee, chair person and staff liaison. The third 
column questions the authority to exist - was it appointed as a current year task force or is 
it specified in the bylaws? The fourth column asks if the purpose statement or mission 
statement exists and is clear to the committee? The final column calls for the 
recommendations to keep, eliminate, revamp or merge. 

Committee Chair Authority to Purpose and Recommendations: 
Staff Liaison Exist (bylaws, Clear Mission Phase Out/Eliminate 

appointed, Statement? CombinelMerge 
task force?) Revamp/Redesign 

Executive Bylaws Descri bed in Continue as required by 
bylaws. bylaws. 

Finance 
Membership 
Programs 
Legislative 
PAC 
Nominations 
Governance 
Trade Show 
Scholarship 
Training/Educ 
Past Presidents 
Life Ach . Award 
Golf TOLlrn. 
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Committee Minutes Template 

(Note: IRS Form 990 asks if "committees with authority" keep minutes.") 

Date: _ _ ________ Name of Committee: _ ___________ 

Chairman: Ex officio and/or Liaison: _ __________ 

Committee members present: 

Type of Committee: __ Standing __Special/Task Force/Ad Hoc 

Motions Made and Outcomes (include exact wording): 

Economic Impact/Resource Needs: 

Interface with Another Committee? Yes No 


Report Submitted to: _________ ___ Date: _ _ ________ 


List any Attachments/Supporting Documents (staple) 


Signature: X _________ ______Position:___________ 
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Committee Meeting Evaluation 
Self-Evaluation & Meeting Feedback3 

Feedback and Input to Improve 
Governance and Board Meetings 

Very 
Comfortable 

Somewhat 
Comfortable 

Somewhat 
Uncomfort

able 

Very 
Uncomfort

able 

Not 
Sure 
N/A 

1. Meetings agendas and room set 
ups are conducive to achieving 
meaning'ful results. 

Comments 
2. Committee focuses on goals that 

support the mission statement. 

Comments 
3. Chairman encourages and 

respects diverse viewpoints and 
new ideas. 

Comments 
4. Lines of authority and responsibility 

are clearly distinct between the 
committee, board and staff (staff is 
utilized as a valued resource.) 

Comments 
5. Outcomes are relevant to members 

and advance the mission 
statement. 

Comments 
6. Discussions focus on the future 

solutions rather than discussions of 
the past. 

Comments 
ComlTllttee Meeting EvaluatIon 11-09 

J The purpose of the feedback form is to make steady improvements in our 
committee work. Thank you for your time and feedback. If you'd prefer your 
comments be confidential, please return your survey to the committee chair. 
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Strategic Direction - Planning 

Terminology of Planning 

Strategic Planning Terminology 

STRATEGIC PLAN 
A process and resulting docu
ment to guide the organization. 
A roadmap for the leadership, 
staff and committees. 

MISSION 
The mission statement is the 
reason for the organization's 
existence ; its purpose. 

VISION 
Vivid description and aspira
tion to describe how the 
organization desires to be 
perceived. 

VALUES 
Guiding principles for the 
orga nization. 

GOALS 
The core competencies and 
desired outcomes. 

STRATEGIES 
The programs and projects 
for achieving the goals. 

TACTICS 
Identification of deadlines, 
delegation and key perfor
mance measures. 

ACTION PLAN 
A detailed document to 
support the broader strate
gic plan . 

Some of the best plans are 
only a few pages. Format it 
so it is easy to read and 
serves as a PR document. 

Crisp and short; easy to 
articulate and clearly 
understood. 

For example, " the most 
credible resource and 
united voice of the indus
try." 

For example: integrity, 
customer focus, transpar
ency and diversity. 

Identify 3 to 7 realistic, 
well-stated goals for the 
organization. 

Be realistic, yet creative, in 
setting ways to advance 
the goals. 

Precise aspects of the 
plan; often identified after 
the planning team has 
concluded their efforts. 

Create a business plan or 
matrix to monitor progress 
of the plan. 

© 2008 
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Planning Process - Before, During, After 

Strategic Planning Process I I~~I I(90 Days Start to Finish) 
I 

I 

Before 
I 

During 
1 

After 
I 
I 

(Pre-Planning) (On-Site) (Post-Planning) I 
Phase , • 60 Days Phase II ·1/2 . 2Days Phase "' . 30 Days I 

-Determine Need for Plan r-Set the Scene - Purpose r-Circulate Draft 
Select Date &Timeframe Report on indings Adopt Officially 
Select Site - Retreat Review Previous Plan Promote Results 
Select Facilitator Affirm Mission Appoint Plan Championr-

Affirm Vision r-Include on Agendas 
Conduct Survey(s) 

-Select Participants 
Affirm Core Values "-Integrate 

Capacity Analysis "-Set Goals l 
- Possible Task Force Appt'd Develop Strategies Budget 

Set Action Steps Committees 
Performance Indicators Staff Business-Action Plan 

Marketing-Membership Plans 
l\"Ol l!!; , ("(1m.. fly . lmIIJ~i\ f t' ft: r:.; to \wgi1:1Ilallnll ' ~ I cs.O llrc~ clnd a l )l ll ~ . I t) i l d u <.~ \· (' I!:" inlS~IOII alHJ got.l s 
( i () ~1b l lll! s l r:l t(~ i e~ ""of be I e~1I :"(112, achlt:~\ ahlt\ and ' 1l t'~1.sllHl h i e 11111.'1:,.,111011 v. 1~1i IHlilge-1 and C()m l liJ ll (:~ ~ l ~ ': 111 n • .':) I. t\ddll H1 I1 '11 I LeOS 1) 11 I L:~S /1\ ;)liable n ee ,ll 
\\,,,V. It (.tI1WufIlCCuh..'T COIH F{H :"illategn.: plmmlllg, IX)..i ll d OII~' l l a ll~ H I il nd $ e rm n<ll:1 L:on~.ld B\)b I L1 rll ~ , (, ,\ E, ill 8~O·' 570·6000 nl LM)h',,£tdu.11t:' COlli 

.) rn lfl'-":: {" Pfall.' III fj(. ! h:fun:. ) .'flrinH. . ~lft·J · ,1 · io'l .• /oc 
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Strategic Plan Scorecard 

This Scorecard encourages leadership and staff to evaluate the current strategic plan . 
Each question covers a key aspect of a plan. Use school-based grading scale of A to F, 
including +/- (i.e. C-). 

Alignment 
The plan houId alig - ~y elements in !he Orgalliza.. 

Iioo  budget. oornrRttee board agendas. if 
d~. dtaptt!.rs.. etc. Some pl60S devl!ioped at 

retreat but ~r inlegmed -1eaW!g the plan .s 
stand-alone documenl Rate how well the p/lIiI iii 
inlegJaled and aligned VJfhin ~ orgtIIrrZiiJion. 

GRADE 

E1ements 
Aplan has key el en15: (1) nission. (2) vision. and/or 
(3) state/Tletl'lS. N) goals. (5) sI1wIegies IIIld (6) 
adioII:S Indlor performance mdicalofs. Rille the 
Wthtnce ofthewa ~MIa and tMirperoefYed qua4i:y. 

Clarity 
The pIIm snouid be euy to UJlderstand, apply and 
monitor. Some 01 be5t 115 are commom:sted i1 just 

pege5- R Ihe in ffSiding and um the plan 
aaa guide. 

Span 
A plan genera coves 3 to 5 ~8tS . Annually it !ohould 
be reyj , tw plogress.. Ram iflhe pian'. ~8lI 
hila tapoed or i';'&I:rI ~ r:tredNe roadmap wRh ~nnua1 
review.. 

PrioritimWn (long m) 
EWfYlhing cannot be chieved in the rst year of 
plan. If \tie plan OO~ years, for instance. then 
prioslties ihooId b~ ~ti!rmi R'iffE /he eIfectiveoNI of 
Pfiodklng goaIIt MId atJ~ over the spel1 of the plan. 

ActiooJOeployment (Short Term) GRADE 
To deIeg: Qnd Ituce !he IIISI'f ~ 
tmnsfal n. the . plan i1Io B 12--rncmIllJdIan 0( 

biJ!ineti plan b' saarr and llOOlIiItees.1t m:JI{ ~ form 
of a matrix or table seq ~!s, 8OOIlU1tabliIy ..t 
deadlines.. R hcAv 'It'd /he ~pI¥I hEMt beet! 
transIonned tJIo an Qrian plan lo guide /!Il1leI'iI yerJTdoria. 

Go 
~ pUns frequenly set just 3 10 7 goals 
(sometimes coosid«ed "an competencies.") Each goal 
should be supported by sevenIIlsfr fi!gies to ad1ie ih 
goal . Rate the IlUmbet 9i)iiIs and wtwtther Of' no18rey 
ate .upporled by clear abalegies. M an majcI" 
progrrnna miui09 m:.m the plan'? 

A .l1e$8 

Appropriate stakeholders shou!d be ware of !he 
5h1egic plan. HIl'i itte pl81l beEn ~ into 
promaIionai biOdlur&, OlHine documern andlor used in 

newsIeUef'? Ra~ how wei the plan hila been 
oo~ tD Qhddet8 (i.e. membeR, 
otgil1liza.fiom, goW!mIDen#, chaplera, mppNen, et ) 

Sod I R pon ibility 
Most nonpr06ts Ttl orgoolmd 10 adwnce 8 cause or 
Sl4JPOrla comlTUlit}£ This 5hcxid be evidenced in the 
rni$sion, slated M!s (i.e. 1hic5. st.ooards, Brld 

eft'edNe ptoGl1Im& of WO.... RB1e
cdst1ip} ood ~ 

Extra Credit! 

wheHIer or not the Ot!JiII'ilalicn ~ II rec:ogniud 

role in COfflIlIUlIly flfIhancemenl and ~benefit. 


yourQfg8I1' '00'5 plan 

o 
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Capacity Analysis 
1. Finances - Resources Notes Yes No 
a. Annual Budget - Income $ 0 0 

b. Largest Income Line Items 0 0 

c. Ratio of Dues to Non-Dues Income % 0 0 

d. Reserves, Goal and Policy $ 0 0 

e. Rent or Own HQ 0 0 

2. Organizational Structure 
a. Subsidiaries (Foundation, PAC, For-Profit) 0 0 

b. Affiliations (Parent/Chapter) 0 0 
.-. 

3. Governance 
a. Board Size, Term Limits 0 0 

b. Leadership Development, Emerging Leaders 0 0 

c. Committee Alignment with Goals 0 0 

d. Standing Committees 0 0 

e. Ad Hoc Committees & Task Forces 0 0 

f. Bylaws, Articles, Policies 0 0 

g. Meeting Agendas, Consent Agenda, Meeting Minutes 0 0 
~ 

4. StrateJ?ic Plan 
a. Mission, Vision, Values Statements - Image 0 0 

b. Goals and Strategies Developed 0 0 

c. Business Plan, Action Plan Program of Work 0 0 

5. Membership (R, R, B, S) 
a. Market Share  Member Penetration % 0 0 

b. ROI  Value Proposition  Most Valuable Benefits 0 0 

c. Golden Handcuff Benefit and Tangible Benefits 0 0 

d. Survey Frequencv  Needs & Satisfaction 0 0 

6. Communications, Publishing, Branding 
a. Website Performance 0 0 

b. Publications 0 0 

c. Social Media 0 0 

d . Positi oning, Relevance, Causes 0 0 
:-;: 

7. Risk Management - ProtectinJ? the Organization 
a. Insurance (0&0, general liability, surety bond, 0 0 

meetings) 
b. Audit, Review or Compilation + Committee 0 0 

c. Conflict of Interest Statement 0 0 

d. Antitrust Avoidance Measure 0 0 

e. Board Access to Attorney and CPA 0 0 

8. Professional Workforce 
a. Experience and Longevity 0 0 

b. Professional Development Opportunity 0 0 

Board Roles and Goals - Bob Harris, CAE 38 



Strategic Plan - Member Brochure Samples 

STRATEGIC DIREcnONSMISSION ------ 
L M iIII1IiIIThe '1"....- ClJIropractlc AIsoociaGdn prom<>tw<In\I p<Q\.tcts • M~ln....~oouoJ~r'I'oI~1)9I,

111. att, ~. phoiolloPl1y II1d pl'U'dlc.t> o~dIIropractk. • Cit"",,1he """"bdlp ... triIilmum '" 6';'pa,' )'eIr"""~ I~~ 
~R~~I pJ<\etm411 

• E-.ltni... _ f_bII,tl' "" d~ • TCA .,UcporodantpllYJ U 

lISOO!:>" (lP~"'_TCAmtmtot"VISION ------  • Con~r~l". T<:A pn<liC. " ..r~ wv;ce 
The Tc\ ~nIDs tile dlJ~ proItsllon 1>$ d><> "=" • OIMlc!> ~ ... """UMJO/b,wdll·.,.k. \9 bdp dq_rJ 
ch<ke irI weiloea.>-b;aSed health aN wi will won. to prarnor.e fl"1'~I'IIO<' 41jictfl'o!.'Y lIOII ~I~ly 
:K<:'blS for 11Q.'W)~,'" • Cr<:a"'dN .... O_s.n-Conl

• T,,)~ ...r~n..i'YAoUtI\t(C~)pr _ II>lIIan>doNl~ 

II. PaIlle"- VALUES - --- ---- • I.,..,.,... ""-,..- hem,l<om...."OiI>:m>.."...1aidtrs. dIstrict 
"",mbtirS ond JIiIIhy d....... rc IJIV""'."'lI! .......q lO~eep

' ''''liIIn~~ ~lnIo~ 
• ~ lG!;hnolo1)"lO mUl <orMIvr1kotlon p~u<I\t.. 01 '<I!Ih:d 

mtinbor -" Ill" 
• DMI..lty 

• Trlm;uwf In""'It):' 	 • Cre;,,~ ~ amoalfl of a>ocWiQn I....,. _ cI>i 111'4'11_ 151"'" 
• ElrtiImoI~~qp.p"llo~of~~kot..,.~.,...jtiPII r..• l.t!:3d<!l'.hJp 
"IQIYI~ 19 o.'i$ in pn;.nouon of Ih_ "....vc. .~ II> b:>I cam...,.nUy 

• CoI[,b.or.nion 	 • o...~op one! 11'1_ 'U Io~·.."" 5ttllU!ll' (or ~o"""""<"""l: 
1"'C>lIRO MId ",h",m,.••..:, .. ",.\hoplbl.. 

' !delll,fymu_",... ~ ...da>m..-~wkh-.Ioo"""'" 
polblc ......--... ~I.n (rodud,..waY> n whl.h ,,~uIcI o.l\.f\d9d.GOALS-------------- 

... GoMrpc= ......... 

Se,..,... <he netlds-ol memb<;r.s b'j pnMdI meanIngful b<mi!fr.$1 


• Mernbe....,.~. s.~~J ar!d ~-
• MIlf""" :\ • ....,~~"I!~..,QpIloI ~nll 
• MCf)!lOr~df~ d'll'D" 10 II .. Ci"'PllrlPl< f'm<;ucc: I\Q. ..~sONI... aIId oduc~!!>'1 Pl'OB"'ml whl~h ~pport (et_ldo ¥Id 


......cd ,,,lo;one! '''ll'''~
r..:rulttt><w. 
• .....dpawarid " 'I "" ......."I'""!f. ~qlpMunl,,,,,, 

• In,,,.. dortot l"""I,_.~aJ11l ~~<>n pohdcll *'!VOCI IIJndl"'ll 

• f!uI,/jc A............... oftlte c:.Iritc¥~ HNdI ~~ ,,"', t1latt>.I .. lIflllLt ~ PIoC .. _",1-'0, ., poIld<81 filrlCl [fill 

fTr"OO><>t& publit<1....~M Ihe-(hltOP!K1i~ pr«~" b)' 
 JlTC!J1rteS:1it1!..!' 

<t'\!3.oogaJlO<IIt'Cll om~gll~rJcl pr .~n!i'O f"....;h~ 


rrd .. ,lol'Iil< by Impr,,","g both 100 Int""",1 ;on.d c.tten\a\ Iv. BeA MHoI.A.Ddodan 
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NORTHEAST FLORIDA 
ASSOCIATION OF REALTORS Strategic Plan 

1i'J1 b'b"i [.] ~ I 
"To Serve as Your Advocate and Resource for Real 
Estate in Northeast Florida" 

Strateg i c Goal #1 

The Voice and 
Advocate of Reaitors@ 

• " '" '" " h",I"II~ I~ .:I 
P'_lCII:,,,,t~";.'.Jt;J~ ;.:0 ... ..: 

Strategies 
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Strategic Goa l #2 

The Realtor@ Knowledge Center 
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VISION 
U To be the Associatiion 
Estate Professiomit" 

Shategic Goal #3 

Successful ReaJtor@ Operations 
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VALUES 
• Future Focused 
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Slntteg ic Goal #4 

The Model Association 
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Principles of Strategic Board Governance 

What form of governance does the board utilize? What elements of Strategic 
Governance can be applied to our leadership processes? 

o Clear mission4 
, vision and values statements guide leaders and staff. 

o The strategic plan is the driving We Are A Strategic Board! 
force for agendas, board 

The Boord of Directors will act In a strategic monner, focusing 
o(jenda items, discussion, and all efforts on the future vision and not discussions and the focus of 
the past. 

successive leaders. • 	 The strategic plan, goals, mission, vision ~nd vollies will drive the 
Board. 

When lion-strategic issues arise, they will be delegated to staff or o The goals and strategies are OPllrOpriate committees - not be undertaken by the Board. Issues 
that arise outside of the stmtegic plan me not appropriate for Boord 
work.translated into a more precise 

• 	 The governing style of the Boord of Directors will optimi~e dIversity, 
teamwork, pro-<1cllvlly, self-discipline, the lono View, customer 
fOClIS, will-win dellbemllol1, full parllcipallon. and maximum 

(tactical) business or action 
plan by staff. empowerment of suboldhtote groups of the organizatioll, 

o Peiformance measures are the basis for gauging progress. 

o The chief elected officer charges committees with work from the plan. Committees 
have access to the board through a director or staff liaison if they are chaired by 
other than board members. The board ofdirectors does not do committee work 
at the board table. 

o When non-strategic discussions arise, a member of the board or staff is 
empowered to query the relevance of the discussion. 

o Board members are responsible to each other - taking pride in their follow
through and achievements while serving in the leadership role. 

o The strategic plan is revisited annually, and updated every three to five years. 

4 Statement of purpose. 
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Commitment to the Strategic Plan 

After developing the strategic plan, there is a need to commit to its purpose and success . 

Immediate steps after the planning retreat: 

• 	 Circulation of the final draft for review. 
• 	 At an upcoming board meeting, adoption of strategic plan as the official mission, goals and 

strategies, by a motion of the board. 
• 	 Promotion of the plan to members, prospects and stakeholders. 
• 	 Monitoring and reporting on the plan by appointing a "Strategic Plan Champion" or several 

"Goals Champions." 
• 	 Review and alignment of committees, with clear and specific charges assigned to committee 

chairs; each year. 
• 	 Annual evaluation of strategic plan's progress at the board's retreat. 
• 	 An update of the plan every three to five year. 

With these steps in place, the board agrees to govern itself in a strategic manner: 

1. 	 Respect for the mission statement and set goals --- avoiding "mission drift" where discussions 
and proposals simply don't fit in the strategic plan (lack of resources, trying to be all things to 
all people, etc.) 

2. 	 Reliance on the strategic plan's goals and strategies to drive the board agendas, discussions, 
delegation and the work of the board and committees. 

3. 	 Linkage between board and committees working to advance the plan; committees having been 
assigned precise performance measures, targets and goals by the board. 

4. 	 Empowerment by board members and staff that if non-strategic issues arise at the board table, it 
is OK to query how that is relevant to the mission and strategic direction. 

5. 	 Accountability for the commitments made by leadership and staff to complete efforts in a timely 
and high quality manner. 

Signature________ _________ Date___________ 

Strategic Plan Commitment Form 10·09 
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Template for Chapter Planning 

1) Mission Statement - A required statement that should align with the statement of 
purpose in IRS Form 990 and the bylaws; also give consideration to national, state, 
regional affiliate missions. It should answer express who we are, who we serve and 
what we offer; be easily articulated and motivating. Usually one sentence. Compare 
and contrast the mission with related and respected organizations. 

~) Vision Statement - An optionaf' statement but an important element in 
communicating strategic direction. An inspiring statement describing where the 
organization desires to be. The mission, vision and values help distinguish an 
organization from others with similar purposes. 

~) Values Statement  Another optional statement but a part of the internal and external 
images. Values are the guiding principles of the board of directors and staff. Often 
expressed as bulleted key words or brief statements. Typically 3 to 8 values. 

• 

• 

• 

~) Goals  The goals are broad priorities for the organization, for example "Growth and 
Expansion," or "Economic and Workforce Development." Most strategic plans 
include 3 to 7 carefully selected goals relevant to stakeholder needs and available 
resources.6 Goals should be SMART: Specific, Measurable, Attainable, Realistic, and 
Timely. Goals are not likely to change from year to year if they are correctly identified 
in the strategic plan (the strategies will change with fresh ideas and new initiatives.) 

1) 

2) 

5 Together, the mission, vision and values statements make up the organization's brand platform. 
6 The mission, vision, values inform stakeholders/members of the relevance of the organization. 
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c 

3) 

4) 

5) 

6) 

7) 

8) 

9) 

5) 	 Strategic -Within each goal are strategies, initiatives, projects and priorities that will 
advance the goal. For example, the "Growth and Expansion" goal may include 
strategies that suggest creating of 3 new chapters in 24 months, hiring a staff person to 
focus on expansion, and maintaining chapter stability through leadership training7. 
(Report this format to create strategies for each goal.) 

a 

b 

d 

e 

f 

6) 	 Tactics and Performance Indicators - To accomplish the goals and strategies, the 
plan should include accountability and performance measures. Identify who (i.e. 
committee, volunteers, and staff) will be in charge of the tasks, how success will be 
measured and the interim dates and deadlines. Be as precise as possible to ensure that 
progress is monitored and work is accomplished. (a.k.a. KPIs - Key Performance 
Indicators.) 
Many organizations leave the tactics up to committees and the staff action plan, rather 
than undertaking it at the strategic planning retreat. (Report this format to create tactics 
for each goal.) 

7 The most common association/chamber goals include: membership, advocacy, education, public relations, 
economic/workforce development, tourism, organizational efficiency. 
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1 

II 

... 
III 

IV 

V 

7) Duration  Determine the duration of the plan; are you planning for two, three, four or 
five years? Be realistic; national organizations usually plan 4 to 5 years; smaller 
organizations are more flexible, and may plan for 2 or 3 years. 

Years 

~) Plan Champion  Will a member of the board be appointed to monitor and report on 
the plan's progress? 

Name of Plan Champion 

./ Stay on Track  To stay on course, review the plan annually and undergo/repeat a full 
planning session every 3 years. 

Notes: 
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Fed~ [ 
IRS I 
FTC 

IRS 
Letter of Determination 
Forms 990. 1023, 1024, 13909 
Dues Notices 
Public Records 
Agency Audit 
Policies 
Amending Gov Docs 
FTC 
Antitrust Avoidance 
Endorsements 
FAX/ Email Consent 

Risk [\ lana~{'nwnt 
Duty 01 Cure require s directors to acl in good faith 
and in a manner that he or she reasonably believe, 
(0 be in the best intere~ts of the organization . 
Directors must discharge their duties 'wi th the care 
thaI a per.;on in a like position would reasonably 
believe appropriate under the circum~lances." 

(Reference ABA iV/ode! /v'onprofir Corp. A(1.) 

Risk Management 
AssocIations. Chambers I~lNonProtils 

J 

State;Local · Workforce 
Communications Board. Volunteers 

State 
Articles of Incorporation 
Sales Tax Collections 
City/County 

- Occupational License 
Communications 

l
Copyrights/Trademarks 
Intellectual Property 
TranSfer of Ownership 
Software Licenses 
Listservs 
Social Media 
Confidentiality 
Apparent Authority 
Logo Use 
Disaster Preparedness 

Staff. Chapters 
Resouces 

Board of Directors 
InsuranceNolunteer Immunity 

Minutes 
 » 
Executive Sessions 	 "C 

"COrientation (1)
Legal Principles (3) ::::s 
Staffing 	 c. 
1099s >< 
Independent Contractor I 
HR Manual :c 

(1) 
CJ) 

Whistle blower 
- Harrassment o

Alcohol c:: 
.....:Finances (") 

Charitable Solicitation (1) 
CJ)Audit , Review , Compilation 


Audit Committee 

Compensation POlicy 

UBIT 

Subsidiaries 

Chapters, Components 
Liabilities, Insurance 
Filing Requirements 

Risk Management Concepts in NonProfit Organizations - Highlights (8. Hams, CAE - bob@rchcae.com) 
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Risk Management Discussion 

l. 	 You paid an artist to create a great logo for 2009 convention. You want to use it the second 
year with some minor changes - who owns the logo? 

2. 	 The board chairman appoints several committees and authorizes them to take actions on behalf 
of the board. Do the committees need to keep minutes or not? 

3. 	 You ask a committee to help you sell $15,000 in sponsorships. They write in their promotional 
brochure or minutes, "we are seeking advertisers totaling $15,000 to support the organization." 
What's the problem with this statement? 

4. 	 Outside the expo you hear 3 members talk about charging higher prices. One of them says she's 
raising her rates and the other two are nodding in agreement. What should you do? 

5. 	 One of your chapters brings t-shirts to sell at the convention. Should they collect sales tax? 

6. 	 You create a Facebook page supplement your own website in hopes of raising interest from non
members. Someone you don't know adds a comment about one of your supplier members 
"ripping off her company." Somebody posts a copyrighted article on the Facebook page you 
created for the organization. What are the problems? 

7. 	 The Weather Channel says a storm might strike in 5 days. Your keynote speaker cancels and 
20% of the exhibitors pull out. Members are calling about refunds. Cancellation is imminent. 
What type of insurance do you rely on to keep the organization whole? 

8. 	 To sell memberships you buy an industry list including fax numbers. You fax them all a 
solicitation to join. Any problems? 

9. 	 You announce in your newsletter that the organization is considered a respected ex pert and thus 
the Board has endorsed a new product. What steps did you take before the endorsement? 

10. You mail member dues renewals. 	What disclosures are required if you are not a 501 c3 
organization? 

Bonus Question - Identify at least 3 steps you take to reduce liquor liability. 

# I - intellectual properly, transfer of ownership, copyright, registration; #2 - IRS policies, minutes; #3 - UBIT; #4 - antitrust avoidance; #5 - sales 
tax collection/reporting; #6 - social media, antitrust, copyright infringement, apparent authority; #7 - convention cancellation insurance; # 8 Fax
junk, Opt-Ollt, #9 - FTC on endorsements; # I 0 - IRS dues notices. 

bob(rordtCil~.cOIlJ - www.nonprofitcenter.com 
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Organizational Performance - Volunteer Questions 
Volunteer leaders aim to serve with excellence . That starts with knowing as much as possible about 
the organization. But how does a volunteer know what questions to ask? This form does not 
provide every answer --- but it does identify the right questions. 

Excellent 
Performance 

Average 
Performance 

Below 
Average 

Performance 

Not 
Applicable 

Finances and Budget 
1 . Budget clear, easy to read and compare, current 
2. Ratio of dues to non-dues income satisfactory 
3. Diversity of income streams 

4. Amount of savings (%) to the operating budget. 
5. Investment policy maintained. 
Comments: 
Organizational Structure 
7. Organizational chart useful representing hierarchy 

and communication channels. 
8. Appropriate subsidiaries established (i.e. PAC, 

Foundation, For-Profit) 
Comments: 
Governing Body 
1. Board size appropriate for the mission and work 
2. Clear distinction between board and staff 
3. GoverninQ documents are in_good order. 
4. Board avoids committee work at the board table 
5. Plan for developing new leaders 
6. Effective communication of board roles and 

responsibilities; training 
Comments: 
Strategic Plan 
1. Mission, vision and values are clear; promoted. 
2. Plan Quides the board and committees. 
3. Business or action plan developed for current year 

activities ; interpretin~ the strateQic plan 
4. Performance indicators or metrics set to monitor 

advancement of the plan. 
Comments: 
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Excellent 
Performance 

Average 
Performance 

Below 
Average 

Performance 

Not 
Applicable 

Professional Staffin2 
1 . Professional development budgeted for staff. 
2. CEO/Staff compensated appropriately. 
3. Succession plan understood. 

4. Longevity of staff appropriate 

Comments: 
Risk Mana2ement - Protection 
1 . Insurance coverage is adequate. 
2. Audit and audit committee in place. 
3. Antitrust violations are strictly avoided. 
4. Discussions and documents are treated with 

confidentiality. 
5. Policies adopted to protect against risk. 
Comments: 
Membership, Benefits and Services 
1. Growth rate and pace are adequate (trends) 
2. Industry/Community diversity is represented 
3. Retention rate is satisfactory. 
4. The market share of members (percentage) is 

appropriate 
5. Members use array of benefits and "find them 

relevant 
6. Benefits and services are packaged and marketed 

effectively. 
7. A "golden handcuff benefit" exists to retain 

members 
Comments: 
Committees (Standing, Ad Hoc, Task Forces) 
1 . Distinction between standing, ad hoc and task 

forces 
2. Each committee has a purpose statement 
3. Each committee has current year tasks and 

metrics 
4. Board and committees have linkage 
5. Committees have plan for succession and 

leadership 
Comments: 
Technology, Website and Publications 
1 . Organization is on leading edge in technology use 
2. Website is respected resource for members and 

stakeholders. 
3. Publications are contemporary, relevant, respected 

- serve as the face of the organization 
Comments: 
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Excellent 
Performance 

Average 
Performance 

Below 
Average 

Performance 

Not 
Applicable 

Overall 
• Our organization is operating at maximum 

periormance 

Comments: 

A;),}'()(I{/f101l Pt: , {U /J II(/IIce £1'f1/2-/0.!luc 
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The Ideal Member - More than a Dues Check 

Every association has a star-member; someone who stands out because of their contributions to the 
association . Someone who understands and advances the mission, serves on committees, visits the 
capitol and recruits members. 

How do you communicate these desired traits among members? Start by identifying what your 
organization believes is the ideal member. Then communicate the description (or pledge) in new 
member packets and the newsletter. 

CAE's Bob Harris and Bob Hall offer this template for communicating the ideal member. 

Preamble "' ... -·_ ....... ~OII"' .. ..'''' 1:;........ .. ,' ... -;, . .. . -,.. ... ~.:; ..... iI' ....."
. 
, 0 , 

I take pride in my membership in this organization. Its 
achievements and goals can impact my career, life and 

• 	 W.1l! •..:f;,.t;f~" ~'-:1:al >:' ~ '-'Y-'l'.:l A..a.t:It/:.;."" 
1Cj~..('f(personal gain. It has been successful because of thousands of 

members and volunteer leaders before me. 
• 	 \ IC(lIr.to:~ L: .dp"l[ouz:-..ouJC"q)( • .,!t'Jo:.e ,.ltllta~_.,:'>'-.... 111I&...,.,\I!:;. :. n'\lo-" ~po..L-~'" 

• 	 i'j lCo~:..La..h' ... '.J '¥ lW .~!~ ..:~.na.... _"i:u~ tt'.l>""'tl 
,t. ~ ~I

I understand that through the association we create a dynamic 
• 	 ~~~___: ~t~fliillt"I$ :t't=d.o:·~ 1I:£~1a..')\l;:: : )...atEr. 

~'f'I'I:::p'..:·... · 'oCIIX.:;;G"''\ force that one individual cannot achieve alone. 
• 	 ·~"f "fYl'" ,~)\ l " ,"1 r.....- l" \I'~l o'! ,"' \ '~' a:(" ' ~!bn:o 

11'. ''- ~fI','tt" 

Thus, as a member I understand the need to invest myself and 
work together for our mutual interests --- and that the vast 

• ••Jtl:lr"':)~,,"« ~.J;" . ,;s:s.;'.i-'.f~ "'~lfO()(: 'X' 

~~I.:I... e'l...:: \t).majority of accomplishments are the result of teamwork, not 
individual action. 

• 	 J:f;~ t::;·_.~'!&.t~hwV' t~ ~~..,.,. a . 1I1 
0" '~~.'_ Ir., P:,-.nt~Ok! "~;II ~ ;-oI J;I. :~.-.:1Traits ~k~c.. t"'.~"' l ~ ~...~: 

lIf::,QQrO ' ,- _ _ _ Do> 

I pledge that I will be an ideal member by: 
, .... . ... ,.~I .. -' •• ,' .......... "'4~ : •• " ........ ~ .. .. . 


Create an Ideal Member Pledge 
• 	 Investing time to help fulfill the mission 

• 	 Taking advantage of the opportunities and programs to better my organization and myself. 

• 	 Staying informed about available resources and by reading the association's materials. 

• 	 Volunteering my unique knowledge, resources and experience to the organization; and 

knowing when I'm too busy to be a volunteer. 


• 	 Promoting the association to others in my industry/profession, so as to expand the power of 
unity. 

• 	 Keeping contact information current to enable the association to fully utilize my 

membership for the common good. 


• 	 Promoting the highest principles in the profession/industry. 
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• 	 Treating staff with professional respect; recognizing that paying dues does not make them 
my employee. 

• 	 Respecting the volunteer leaders for their contributions --- even if I might not agree. 

• 	 Maintaining professional, transparent, collegial relationships with fellow members. 

• 	 Offering timely input on issues and public policy development, including responding to calls 
for action and surveys. 

• 	 Supporting the grassroots advocacy efforts with my time and dollars. 

• 	 Understanding and participating in elections and governance opportunities. 

• 	 Ensuring that dues renewal is a part of the culture and budget of my organization. 

• 	 Recognizing that the members are the association-it is not something separate from us, or a 
business from which we buy services-and that without our investment and participation the 
advancements cannot be achieved . 

Signature X ______ _ _________ Date_____________ 

Summary 

Many members think that paying dues is the depth of being an ideal member. Sharing this list will 
give them ideas to enhance their value to the association. 

### 

Note: The authors can be contacted at Bob Harris, CAE at bob @rchcae.com and Robert A. Hall, 
CAE, at bob@aahks.org. 
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Operating Framework - Business Model 

A framework promotes efficiency, systems, policies, risk management and development of training 
manuals. Systems remove uncertainty and discretion - promoting excellence in member service 
while minimizing risk. Let systems drive the organization to free-up staff time to fnc lIs on 
mission, goals. members and stakeholders. 

Operating Documents 


I Systems and Manuals 


I 

I 

Mandatory PrimarY(1) Operatiing Secondary Operating 
Documents Documents Documentsl 

- Articles of Incorporation 
Bylaws 
Filings - Local , State, Fed'i. 

- Sales Tax, Corp, Trade Mark, etc 
I- Mission, Vision, Value Statements 

IRS NonProfit Application# 
IRS Letter of Determination# 
IRS Form 990 Tax Returns# -

- Leadership Manual-Board Book' 
Personnel Manual' 
Procedures Manual' 
Policy Manual' 

- Emergency Continuity Manual" 
Central File System 
Software Licenses 
Insurance Coverages 

- Strategic Plan 
Chart of Accounts - Budget 
CPA's Audit, Review or Compilation 
Annual Budget/Financials 

- Performance Evaluation - CEO/Staff 
Organizational Chart(s) 
Minutes - Safeguarded (pdf) 
Antitrust Avoidance Statement 

- Affiliation Agreements (Parent) 
Endorsements, Affinity Programs 
IRS Policy Questions ('08) 
- Conflict of Interest Statement 

- - Whlstleblower 
- Conflict of Interest 
- AudiUAudit Committee 
- Record Retention 

r-Style Guide' 
Treasurer's Guide 
Rules of Order/Protocols 

f-Staff Job Descriptions 
Board Job Descriptions 
Business Plan - Program of Work (stat' 
Succession Plan - CEO 

r-Committee Charges - Goals 
Committee Mission Statements 
Survey Tools - Member Satisfaction 
Annual Report 

r-Membership Systems -database 
- Records, Dues, 10 Cards, Applications, etc 
Installation Speech 
Emp. Emergency Contact/Passwords 

'-Chapter Guidelines - Reporting 
Sponsor Opportunity Menu 
Subsidiary Agreement Documents 

LFoundation 501 (c)(3) 
Political Action Committee (PAC: 
For-Profit Corporation 

Footnote 1 - Indication of primary and secondary refers to the order in which the documents are 
likely to be created; it does not mean that secondary documents are less important than primary or 
mandatory documents. * lmli ales recommended operating manuals. # Indicates public record 
documents; IRS help-line 877 829 5500. 

Operating Framework - Dec 04.doc 
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Six Operating Manuals in Associations 

Operating manuals ensure that an organization delivers consistent customer-member service based 
upon best-practices. Manuals are used by leadership and staff for training and reference. 

An organization without manuals is at a disadvantage. Time is wasted on figuring out how the 
event was last accomplished and files are scattered in an office with time required to find them. 

How were events held in the past? What policies have been adopted? What do I tell the board 
about their responsibilities? Similar to the highly efficient franchise business, the manuals and 
templates save time and increase confidence in the organization. 

There are six manuals common to associations and chambers of commerce. 

The Franchise Model 

Across the country the most successful businesses are often franchises (as opposed to independent 
businesses .) 

Two elements of a franchise that drive success are 1) a strong brand or logo, and 2) a set of 
operating manuals, templates and checklists for employees. 

In the book, E-Myth Revisited, author Michael Gerber suggests that all businesses consider an 
informal franchise model8

. 

Specifically, the tasks and activities that are recurring or cyclical are identified. Staff members 
document how each activity is carried out. (For example, how is a new member processed, step 
by step? Or what are the steps for successfully selling sponsorships or advertising.) 

The Six Manuals 

Personnel Manual 

Also known as the HR manual , it details, formalizes and communicates employee expectations and 

regulations. For example, it details items such as sick leave, vacation time, issuance of office keys, 

overtime, dress code, sexual harassment, credit cards, and filing complaints. 


Personnel manuals are based on state and federal laws and should be prepared 

by a labor-law specialist and/or attorne/. 


Do not consider borrowing a personnel manual from a colleague in another 

state, as the HR laws are different. Do not combine the personnel manual with 

any other manual. 


8 Not the legal definition, rather the model of a well managed franchise . 

9 A quick way to determine if the personnel manual is up-to-date is to check for a Whistle Blower clause; a policy 

question on the new IRS Form 990. 
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Procedures Manual 
The procedures manual describes what the organization believes is the best way of conducting 
every process. 

It documents every activity through bulleted or enumerated lists. A new executive director, and 
staff members, quickly understands the purpose and value of the written steps. 

It is entirely staff driven and not a responsibility of the board. The manual insures consistent 
operations, quality controls, and standardized procedures, while reducing risk. It might also be 
called an operations manual, standard operating procedures (SOP) or best-practices manual. 

One way to create a procedures manual is by drafting a table of contents of all major responsibilities 
(guided by job descriptions and the annual calendar). 

Document processes or steps as they occur in the office in a consistent format (template) for adding 
to the manual. (For example, the meeting planner sold, billed and processed sponsorships today 
what were the steps?) Within months the operating manual will be assembled and serve as the most 
valued document for organization lO sustainability. 

Policy Manual 
Policies represent the wisdom of the board for current and future governance needs. 

The manual archives the board-approved policies. Without the manual, the policies tend to exist 
only as motions in prior minutes --- or get buried in the bylaws, (which should remain broad in 
scope; not littered with policies.) 

Policies may arise spontaneously in a board discussion, "We need to adopt a policy on that. .. . " or be 
directed to a committee or staff to research and recommend a policy. All policies are recorded as 
motions in the board minutes. 

If no policy manual exists, take the last five years of minutes, highlight the motions that read as 
policies, create a table of contents, add the policies, and then present the manual to the board for 
adoption. 

If the bylaws are cluttered with policies, review them with the intent of moving policies into the 
policy manual. When entering new policies, annotate the date of adoption so that the board meeting 
minutes can be referenced. Be sure to include the policies referenced in the IRS Form 990 11 

• 

It is best not to combine a "Policies and Procedures" manual. The procedures 
manual is staff driven and focuses on operations. The policy manual is board 
driven and focuses on governance. 

Leadership Manual 
Also known as the board book, it is a guide for volunteers . It is distributed at 
board orientation or upon installation. Sections may include history, bylaws, 

10 For the I-page framework of the mandatory, primary and secondary documents and systems in an "00 'V~"'" 

chamber, email bob @rci!cae.col1l with the subject line, "Operating Framework." 

II Visit www. irs.go v for the current Form 990. 
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strategic plan, committees, org-structure, budget, responsibilities, staffing and calendars, for 
example. 

Some organizations maintain a leadership manual as a virtual document on their website, protected 
by password. Others distribute it as a CD or memory stick. Staff members should be familiar with 
the contents of the leadership manual. 

Style Manual 
The style manual or communications guide is used to describe the appropriate (and inappropriate) 
uses of the organization's logos, key words, PMS color, preferred typeface, etc. Its purpose is to 
maintain a consistent image and brand. 

It may include sections on appropriate communications, lines of authority, and who speaks for the 
organization. It should serve as a guide for staff, chapters, webmaster and printers. 

Emergency Manual 
The emergency notebook protects the documents of the organization, 
recommends a communications plan and promotes business continuity if the 
office is damaged or destroyed. 

It contains the critical documents that would take months to replace and has a 
communications plan for staff and leadership. It may take the form of a virtual 
document so long as it is stored on a server olltside of the office. If it is created 
as a notebook or CD, be sure it stored off-site and all parties know where it can 
be found in case of a disaster (i.e. at the office of the attorney, CPA or a bank 
safety deposit box.) 

Summary 
The manuals promote understanding and efficient operations. In smaller associations, six manuals 
may be too large a task and unnecessary - possibly combining manuals (i.e. the leadership manual 
could be combined with the policy manual.) Prioritize the most pressing needs for improvement 
and sustainability; then begin to update or create the six manuals. 
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IRS 501(c) Designations 

Type of Organization 


SOl(c)(l) · Corporations Organized Under Act of Congress (including Federal Credit Unions) 


SOl(c)(2) 	 Title Holding Corporation For Exempt Organization 

-, 

I 
- -----	 ~ 

I SOl(c)(3) 	 Religious, Educational, Charitable, Scientific, Literary, Testing for Public Safety, to 

Foster National or International Amateur Sports Competition, or Prevention of Cruelty
,I 
to Children or Animals Organizations I 	 J 

SOl(c)(4) Civic Leagues, Social Welfare Organizations, and Local Associations of Employees 

SOl(c)(S) ~ Labor, Agricultural, and Horticultural Organizations I 
I SOl(c)(6) ~ IIBusiness Leagues, Chambers of Commerce, Real Estate Boards, Etc . 

I 
SOl(c)(7) Social and Recreation Clubs 

SOl(c)(8) Fraternal Beneficiary Societies and Associations 

SOl(c)(9) 	 Vol untary Employees' Beneficiary Associations -	 ...;... --..;. - 
rlDomestic Fraternal Societies and Associations 

SOl(c)(ll) 


SOl(c)(12) 


SOl(c)(13) 

SOl(c)(14) 

SOl(c)(lS) 

SOl(c)(16) 

SOl(c)(17) 

SOl(c)(18) 

SOl(c)(19) 

SOl(c)(20) 

SOl(c)(21) 

501 (c)(22) 

SOl(c)(23) 

SOl(c)(2S) 

SOl(c)(26) 

SOl(c)(27) 

Teachers' Retirement Fund Associations 

Benevolent Life Insurance Associations , Mutual Ditch or Irrigation Companies, Mutual 
or Cooperative Telephone Companies, Etc. 

Cemetery Companies 

State Chartered Credit Unions, Mutual Reserve Funds 

Mutual Insurance Companies or Associations 

Cooperative Organizations to Finance Crop Operations 

Supplemental Unemployment Benefit Trusts 

Employee Funded Pension Trust (created before June 25 , 1959) 

· Post or Organization of Past or Present Members of the Armed Forces 

· Group Legal Services Plan Organizations 

Black Lung Benefit Trusts 

Withdrawal Liability Payment Fund 

Veterans Organization (created before 1880) 

Title Holding Corporations or Trusts with Multiple Parents 

State-Sponsored Organization Providing Health Coverage for High-Risk Individuals 

State-Sponsored Workers' Compensation Reinsurance Organization 

I 



Bob@rchcae.com 
Desk: 850/561-1234 
Cell : 850/570-6000 About Bob Harris 


There are more than one million nonprofit organizations in the 
USA. Bob has studied thousands of associations, chambers and 
charities to develop best practices. 

His career started in Washington, DC with Presidential Classroom. 
Later he built an association management company in Tallahassee. 

He is on the faculty for the US Chamber of Commerce. He works 
with associations and charrlbers in Amman, Jordan, to develop King 
Abdullah's Mark ofBest Practice recognition. 

He has authored books on association management. To evaluate 
organizations he created the Association Self-Auditing Process, 
which has_been used by 20,000 organizations. 

Recognitions include lifetime achievements and recognition for 
professional development. 

He has worked for Hyatt Hotels of Florida for 25 years . 

He's been called the Martha Stewart of association management for 
his willingness to share tips and templates. His website has 
hundreds of pages of FREE management tips and templates that he 
will reference today. (www.nonprofitcenter.com) 

Bob's career passions are demonstrated in two principles: 
• Promoting the impact of nonprofit organizations in America. 
• Sharing the tools for success. 
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The most up-to-date content 
from one of the nation's most respected 

association experts 

__ CXZ7S _ RCH2010 

BOARD EXCELLENCE WORKBOOK 
• 100+ pages of practical solutions for better board governance 

• 	 10 Chapters on leadership development, orientation, strategic planning, committees, risk, 

administration board meeting best practices, finances & more 

• Spiral bound with 10 section tab dividers for easy reference 

Idealfor training and developing a leadership manual $89 

BOARD RESPONSIBILITIES GUIDE 
• Top 10 responsibilities of leaders; color, two sided 

• Governance vs management, exempt-status, trends, legal duties, rules of order, 

terminology, insurance, risk, planning and more 

• Laminated long -lasting reference for board members 

Thousands purchased by every kind ofboard $12 
Updated with IRS policies for 2010 

.111M $9 ead/ .liIY twll ay I/Illre 

TIPS TO EXCEL IN ASSOCIATION, 
CHAMBER AND NON-PROFIT MANAGEMENT 

• 53 pages of success tips for association, chamber and non-profit staff 

• Includes advice for travel , networking, member service excellence, teamwork and 

organizational effectiveness 

• Tips you wish you'd told your staff or had known for yourself' 

Excellentfor stafJ orientation and stafJmeetings $29 

INVENTORY, ASSESS, IMPROVE 
• Identify the critical documents and systems for a healthy association. 

• Describes the purpose of 40 essential association-chamber items. 

• A 16 page system for grading association operations. 

$20 
.II/Sf $/ 7 each jill' Mil III' }}IlIre 

EMAIL bob@rchcae.com for more info on strategic planning, board seminars and staff training 
See next page for additional tools and orderforln 

mailto:bob@rchcae.com


POLICY MANUA FOR ASSOCIATIO S 
• Guide to drafting your organization's policy manual (with 25 most common policies) 

• Samples on antitrust, credit card use, record retention, apparent 


authority, consent agendas, confidentiality, conflicts of interest, audits and more 


• Clarifications of policies, procedures, practices and precedents 

50 pages oftips and templates to getyou started $39 

ASSOCIATION SELF-AUDIT PROGRAM® 
• 16 Chapters to identify organizational strengths and weaknesses 

• Staff training and awareness tool 

• Develop systems to streamline your organization! 

Used by over 20,000 organizations to assess performance $39 
---'~;;~~~~~~~~------------------------------------------------~------- RCH2010 

IOOLSFOR 

ASSOCMnONS 
 FAX THIS FORM TO 850.297.2800 

Mail payment with check payable to "HMG, Inc - NonprofitCenter.com" c/o Bob Harris, CAE, 335 Beard Street· Tallahassee, FL 32303 

IJ I i'y 

Board Excellence Workbook [$89] X $ 

Board Responsibilities Guide [$12; 2 or more $9 each] X $ 

Inventory,Assess, Improve [$20; 2 or more $17 each] X $ 

Antitrust Avoidance Guide [$12; 2 or more $9 each] X $ 

Tips to Excel [$29] X $ 

Policy Manual for Associations [$39] X $ 

Association Self-Audit Program 1$39] X $ 

President's Committee Planning - 30 pages [$24] X $ 

Building an Association Mgmt Co. - 178 pages 1$39] X $ 

SHIPPING & HANDLING: Add $9 for orders up to $50, add $12 for orders above $50, add $16 for orders above $100 

Shipping $o BiU Me* o Mailing Check 
(no credit cards) ------ 

Total $ 

Name Organization 

Street Address City State Zip 

*Nonprofit organizations can email order to bob@rchcae.com or fax this form to (850) 297-2800. 

mailto:bob@rchcae.com
http:NonprofitCenter.com
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