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Workshop #4  T.E.A.M.: Together Everyone Achieves More

Board Responsibility
Leader’s Guide

This leader’s guide is designed to assist a Youth Pod member in facilitating an interactive workshop that will provide the other Pod members with an understanding of their individual responsibilities in their role as a board member.  This workshop will encourage Pod members to consider themselves as board members of an effective nonprofit organization.  As you use this guide watch for special text styles such as: 

· Regular text with “quotation marks” provide you with dialogue.  

· Italicized text will give you direction.  

· Underlined text shows section titles.  

· Bold print denotes a word that participants will need to fill in the blanks in their workbooks.   Expected responses to questions are given in your leader’s guide, please volunteer these responses if no one in the group provides similar answers.  

· The leader’s guide will illustrate the workbook area(s) where this information should be recorded.

Workshop Objective:   
To review board member roles and responsibilities for nonprofit organizations.  

Workshop Purpose:       To provide Pod members with information to support them in their 

                                          role as effective, responsible  and accountable board members.

Workshop Agenda: 
Icebreaker “Three Things About Yourself”
20 minutes
Being a Team Player

         
  
  5 minutes





Ten Basic Board Responsibilities

 
10 minutes





Roles and Responsibilities


  
  7 minutes




The Rule Book          


  
  5 minutes




Closing exercise



 
10 minutes










 
47 minutes

`Workshop Materials:
(2) Leader Guides





(20) Participant workbooks





(20) Prizes for the closing exercise





(1) Ending message board

Preparation Checklist:


· Review “T.E.A.M.: Together Everyone Achieves More, Board Responsibility” leader’s guide.

· Make notes in the leader’s guide to personalize the workshop.

· Practice presenting the workshop, noting time variations.
· Make extra copies of the workbook, if needed.
· Make sure there is enough room in your meeting space for the members to form a large circle (sitting on the floor or in chairs) during the icebreaker and closing exercise.  No tables should be used to create barriers between the members.
· Bring a timer or watch to the workshop for timed exercises.
If you would like to research more information on the topics presented, please visit  www.boardsource.org 
Icebreaker (20 minutes)

Explain:  “Today’s workshop is about teamwork and how important it is for each of us to contribute to our Pod’s philanthropic work.  We were chosen as a member of this Pod because someone saw special leadership qualities in us.  Each of us brings unique insights and skills to the table to make our Pod a great organization.  To start our workshop today we are going to take the opportunity to learn more about the unique personalities of each one of us.”

Instruct:  “Please open your workbook to page one.  You will find three questions to be answered.  The first question allows you to tell us about your personality, based on a cartoon character.  Are you more like Bugs Bunny, Spider Man or one of the Powder Puff girls? Don’t forget to answer the most important part of this question- why.  The second question asks about what you do in your small amount of precious unscheduled time. The third question allows you to tell the rest of us something really interesting about you.  For example, you may have a 103 year-old great grandmother or you may be in the Guinness Book of World Records for the most hiccups.”
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State:  “You have 3 minutes to answer your questions, then form a circle by seating yourselves in alphabetical order by your first name.”  

Allow members 3 minutes to complete their tasks.  When they are in their circle, ask the person with their first name starting with an “A” (or “B”) to read the 3 questions they have answered, then the next person, and the next and so on.  
Allow time for everyone to answer his or her 3 questions.  This exercise may take longer than the 20 minutes scheduled, but it is worth the time for the Pod members to share information about themselves and bond as a group.  

State:  “I would like you to stay in this order (alphabetical) for the rest of today’s workshop, but you may go back to the tables so that you have a writing surface.”

Make sure that members stay in alphabetical order so that they are seated next to different peers than usual.  This allows for more bonding of the group. 

Transition:  “Each one of us plays an important role in the success of our Youth Pod.  We are expected to work as a group to be change agents within our community.  Knowing the rules of the game helps us to be a winning team.  Although today’s workshop may be common sense to you, it is vital to talk about the expectations of an effective board member.  So let’s start the game!”  

Being a Team Player  (5 minutes)

Instruct:  “Please take a look at the middle of page one in your workbook.  I’m sure you’ve all heard this saying before.  Can someone fill in the blank for the rest of the group?”
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Allow time for responses.  You’re looking for someone to answer “I”.

Instruct:  “Please put a big “I” in the blank.  There is no I in Team.  It’s important that we all work together to achieve more for our Pod’s mission.  We rely on each and every Pod member to work together to share their time, talent and treasure for the common good.”


State:  “With that said, let’s work as a team to complete the rules of the game for being a good board member.  You can record the answers as we work through the blanks at the bottom of page one together.”

Read through the sentences, stopping at the blanks to allow Pod members to yell out the answers.  The missing words are bolded in your workbook.
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State:  “Think about how well you live up to these individual rules for being a great Board or Pod member as we talk through each of them.”

Read:  “Arrive on (pause) time, stay until the (pause) end.”  

Explain:  “Even volunteer work needs a commitment.  By scheduling your priorities, you should be able to commit to this rule.  It shows respect for the organization for which you volunteer.  It’s important to be on time for work, school, a date and our Youth Pod meetings.

Read:  “Come (pause) prepared.  Read your materials ahead of time.”

Explain:  Many Pods mail packets of grant proposals and assignments to each member one week prior to their meeting.  Reading this information ahead of time allows our team to have a productive, efficient meeting.  It allows us to get more done in the time we have together.”

Read:  “Don’t use (pause) judgmental statements.”  

Explain:  “This includes statements about fellow Pod members, potential grantees, grantees and the projects they propose.  Each should be listened to and treated with respect.  During conversations about grantmaking and service learning projects, we should make statements based on facts, not feeling or judgment.”

Read:  “Talk about (pause) facts, not (pause) people.

Explain:  “It’s easy to fund or turn down a project because of the person proposing the grant.  We need to make sure that we do the leg work and have the facts behind a proposal so they can avoid this type of foul.”

Read:  “Don’t speak at the same time as others.”  (No blanks in this statement.)
Ask:  “Why is this important?”

Expected answers:  “So everyone can be heard.”  “Because everyone’s opinion is important.”  “It shows respect for fellow team members.”   “It keeps our meetings effective and efficient.”  

Read:  “Don’t criticize those who are absent, especially (pause) potential grantees.

Explain:  “It’s easy to make wrong decisions about an organization or a project when we don’t have all the information.  That’s why grant reviews or site visits make us more knowledgeable and arm us with the facts to make good grantmaking decisions.”

Read:  “Don’t (pause) monopolize the conversation.”

Explain:  “As leaders we often have a lot to say especially after we’ve had 3 or 4 years of experience in our Pods.  Great leaders do more listening than talking.  When you think you may have spoken too much, ask someone else for his or her opinion.”

Read:  “Ask questions when you don’t (pause) understand.”

Explain:  “You’ve heard this before too.  There are no dumb questions.  Some of us have contributed to the Youth Pod’s mission for 5 years; some of us are still trying to understand what this crazy thing called philanthropy means.  Upperclassmen should be mentoring underclassmen to help them fill in some of the blanks.  We all should be asking questions.”

Read:  “Keep confidential information confidential.”  (No blanks in this statement.)

Explain:  “Many nonprofit organization ask members to sign a confidentiality agreement.  The issues we talk about need to be discussed in a confidential and courageous environment.  This will only happen if our team creates a safe atmosphere for members to speak openly and honestly.  Our decision-making conversations should stay in the rooms where we have them.”

Read:  “Talk about board issues in the (pause) boardroom, not on the ride back to school.”

Explain:  Then we create a secure, respectful environment; it is your responsibility to have the courage to say what you need to say to the team.  Once a decision is made by the group, it is your decision too.”

Read:  “(Blank) when you have a conflict of interest, and (pause) disclose it. 

Ask:  “What is the first word to that sentence?”

Answer:  “Recognize.”

Explain:  “If you stand a chance of benefiting from a grant or project, you should not vote on the issues. We will discuss conflict of interest at the end of our workshop.”

Transition:  ‘How did you score yourself? Do you have some practice ahead of you?  Now we are going to move on to the team rules of the game.”

Ten Basic Board Responsibilities  (10 minutes)

State:  “The following ten items are the minimum requirements of any board as they work to support their organization.  Please record the explanation of how they relate to our work as Youth Pod members on page 2 of your workbook.”
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In the following text, members should record the bold print in their workbooks.

State:  “As usual we’ll start at the beginning which is with the mission and purposes of the organization.  Our mission and purpose should communicate the goals, activities and group of citizens we serve.  We should review our mission periodically for accuracy and validity.  Every Pod member should fully understand and support our mission.”

State:  “Next, a nonprofit board would work to select an executive director to lead the staff of their organization.  We are going to compare this to our Youth Pod Navigator position.  Much like an executive director, our Navigator is the coach that holds our team together.  It is our responsibility to create a job description for our Navigator so that they understand the amount of leadership we expect from them.  We, as board members, should always be looking for qualified individuals to fill this position.  It is our responsibility to quickly fill this position should it become available.  We cannot rely on others to provide the correct adult leadership for our Pod.”

State:  “Support the executive director is next on our responsibility list.  Again, we will compare this to our Navigator.  We should support that person in every way that we can as they work to assist us in accomplishing our mission.  That’s why it is important that we choose who fills this position.  We should be assessing our Navigator’s performance based on the job description that we develop for our Navigator.  We should have constant, honest communication about the roles of our Navigator, our officers and our members to ensure that we are working together as a team.”

State:  “Next a board should ensure effective organizational planning.  

Ask:  “How does this apply to our Pod?”

Expected answers:  We need to have a strategic plan.  We need to have a plan for each meeting.  We need to stick to our plan.
State:  “This also means that not only are we responsible to making the plan, we are responsible to carrying out that plan.  At the beginning of each Pod year, we should assess our performance from the previous year and plan the objectives that we want to achieve.  To create the community change that we are aiming for it is beneficial to plan several years at a time.  Many strategic plans consist of 3 to 5 years of planning.  Change doesn’t happen over night, so it’s important for us to know our game plan and the year to year activities that will get us to where we are going with our Pod.”

State:  “Let’s talk next about adequate resources.  If we have a plan, we should also know what it is going to cost to implement that plan and fulfill our mission.  At this time, we have a responsibility to the Dekko Foundation to request funds based on their requirements for Youth Pods.  We also are working to build an endowment so that our organization will be here for future generations of young people to serve and learn like we do.  Do we know how much money we need to achieve our objectives for the year?  Have we set a goal for endowment building for the year?  These are responsibilities that we have as Pod members.”

You may allow time to discuss the above questions about the amount of resources your Pod would need to implement their plan.  If a Pod wanted to support their administrative fund of $2,500, they would need $50,000 in their endowment.  If a Pod wanted to support their $15,000 grantmaking fund, they would need $300,000 in their endowment.  If you discuss this with your group, ask the group if $2,500 and $15,000 are the right amounts for the work the Pod is doing.  Is it too much; is it too little?  What goals would need to be set to achieve the right dollar amounts in their endowment?  Expenditures are usually about 5% of the endowment principle. ($2,500 is 5% of $50,000.)
State:  “And we are going to tackle manage resources effectively next.  As a board or Pod, we are accountable to our funders and donors for our resources.

Ask:  “Who are our funders and donors?”

Expected answer:  The Dekko Foundation is our only current funder.  A donor is anyone who contributes to our endowment. 

State:  “Because our funders and donors want to know they have made a good investment in our organization, we should develop an annual budget which outlines where we will spend money and why, then have proper financials in place.  The role of a treasurer is important because they are responsible for reporting where money has been spent.  But each board or Pod member is responsible for overseeing how much money the organization has and that funds are being allocated to assist the organization in reaching its mission.”

State:  “This brings us to determine, monitor and strengthen programs.  A board’s responsibility in this area is to determine which programs are the most consistent with the organization’s mission and to monitor their effectiveness.”

Ask:  “What are our programs?”

Expected answers:  Our Christmas celebration.  Our Littlest Philanthropist program.  Our grantmaking.  

State:  “During our planning, we should evaluate our programs, do they fit our mission and help us achieve our plan? Could we make our programs better?  Are there other things we could do to accomplish our mission?  Do we currently execute programs that have nothing to do with our mission or our plan?”

State:  “We only have three more board responsibilities to go!  Our next one is enhance the organization’s public standing.  If we, as Pod members, don’t inform the community about our organization, who will?  Each of us should be able to articulate our mission, our accomplishments and our objectives to the people we serve.  Remember we should also educate the community about the community foundation and the work they are doing for the common good of (insert your county name) County.”

State:  “As board members, we are responsible to ensure that our group is legal, moral and ethical about the decisions we make.  It is important that we have by-laws and adhere to them.  We can ask questions of the community foundation when we are not sure about policies and procedures.”

State:  “Last but certainly not least, #10!  Recruit and orient new board members.  As part of enhancing our public standing, we should be talking to middle school students about Youth Pods and how they can apply to be part of our group.  If we did a great job of informing kids, teachers and parents about the great work that is accomplished every year by our Pod, we would have prospective members knocking the doors down, trying to fill one of the three or four board chairs that we need to fill each year.  The more students we have interested in joining our Pod, the more we can consider diversity and the best candidates to add dimension to our group.  Once we select the best of the best to become Pod members, we are responsible for educating them about their roles and responsibilities.  We just covered 10 responsibilities that we would need to present to new board members.”

Transition:  “By bringing on eager, better educated Pod members the roles and responsibilities of the officers of our Pod become more important.  Let’s take a look at what great leaders of boards should be doing.”

Roles and Responsibilities:  (7 minutes)

Instruct:  “Turn to page 3 in your workbook.”

Instruct:  “Pass your workbook to the person on your left.  They are going to fill in the roles and responsibilities of the board officers for you.  You are now the designated batter for the person sitting on your right, they are counting on you to complete their workbook to the best of your ability.”  

State:  “I will provide you with the information you need to record next to the sports ball bullet points for each office position in your workbook.”

State:  “Here we go with the tasks of an organization’s president, or chairperson or facilitator, however your group labels the person accountable for leadership.  This person should:
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· Facilitate board and executive committee meetings.  They should keep all members involved and make sure that every member has an opportunity to express his/her opinions.  

· The board president should work with the Navigator to prepare an agenda for each board meeting.

· Assign members with tasks and hold them accountable for the completion of the assignments.

· Prepare a Pod member, usually the vice president, to fill the president’s position after his/her departure.

· Consult with individual Pod members on their roles and help them assess their performance.”

State:  “The president’s behavior sets the tone for the whole organization.  It is crucial to select someone who will lead the group effectively.”

State:  The role of the vice president, vice chairperson or president-elect is equally as important.  This is the person that the organization is grooming to be their future leader.”

State:  “Please record these responsibilities in the vice president’s box on page 3.
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· Participate as a vital part of the Pod leadership.

· Understand the president’s role and be able to perform his/her tasks in their absence.
· Serve on the executive committee.
· Ensure that new members are oriented quickly and effectively
· Undertake any tasks delegated by the president:  agenda preparation, grant proposal distribution, etc.”

State:  “Let’s move on to the secretary’s role in the third box.
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· Serve on the executive committee.

· Record meeting minutes noting who was in attendance, who said what, what motions were made, what was decided and what actions will be taken.  A copy of the meeting minutes should be sent to the Dekko Foundation each month.

· Maintain all board records and ensure their accuracy and safekeeping.  This information should be passed on from year to year.

· Train and prepare another Pod member to hold the secretary’s position during the upcoming year.”
State:  “And the most fun office to hold, the treasurer.”
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· Understand the accounting for Youth Pods.
· Work with the Navigator to lead the Pod in preparing an annual budget.
· Update Pod members on financials at each board meeting.

· Collect receipts for items purchased and request reimbursements from the community foundation.”
Instruct:  “Turn to page 6 in your workbook.”  

Explain:  “On page 6, you will find an example of a fund distribution form. This form can be used to request payouts from the community foundation.  If we think of this form as the equivalent of a check, it will allow our treasurer to track our expenditures and balances for easy reporting at each meeting.  Any one of us can complete this form, hand a copy to our treasurer and forward a copy to the community foundation requesting the allocation of our resources.  Easy!  We should consult with our community foundation representative to ensure that this distribution form fits their requirements.  Let’s remember this option as we work to better understand and keep track of our finances.”

Instruct:  “Okay, you can pass your workbooks back to the person on your right.  Go ahead and thank them, by name, for taking good notes for you.”

State:  “Please turn to page 4 in your workbook.  Let’s discuss the other officers that our Pod needs to be effective.  Some nonprofit organizations secure a person to keep the history of the organization; they are called historian or recorder.  Some Pods have an office they call Webmaster.  This person is responsible for the design and maintenance of the group’s website.  Other Pods have a title and position for every one of their members.”

Ask:  “What other officer positions would be helpful to our Pod?”


Possible responses:  food/ meal organizer, meeting room organizer, teambuilding facilitator etc.  clean-up inspector.

Discuss the offices or positions that your group feels are most important and ask Pod members to record the information discussed at the top of page 4 in their workbooks.

Exclaim:  “Heads up!!!  This is what is expected of all us as Pod members and board members in general.  Please record the following at the bottom of page 4 in your workbook.











· Attend all Pod and committee meetings and functions such as special events.  Participate in the meetings!
· Be informed about our Pod’s mission, services, policies and programs.
· Review agendas and supporting material, such as grant proposals, prior to board and committee meetings.
· Serve on committees and offer to take on special assignments from time to time.
· Make a personal financial contribution to the Pod’s endowment.  It’s easier to ask others if you have given yourself.  In fact, it is one of your responsibilities.
· Search for, and suggest, possible candidates who would add diversity to our Pod.
· Prepare yourself to take on the responsibilities of the officer’s positions as they become available.
Transition:  “It sounds like a lot of work just to be a member but when you commit to an organization you are also committing to some work outside of the official meetings.  Special meetings, service projects and committee work often require additional time and effort.  Let’s quickly discuss committee work.” 

Instruct:  “Turn to page 5 in your workbook.  We’ll take a look at some of the guidelines for committee success.”






Ask for a volunteer to read the first bullet under committee guidelines.

Ask for a volunteer to read the second bullet.

Ask for a volunteer to read the third bullet.

Ask for a volunteer to read the fourth bullet.
State:  “Committee work is how some of the most important work gets done.  Make sure that you serve on at least one committee during the Pod year.  Make a contribution to our Pod by getting your work done quickly and with pride. Committees are just another form of our team work.”    

Transition:  “Now, how could we leave the topic of board responsibility until we discuss your moral, ethical and legal jobs?”

The Rule Book:  (5 minutes)

Instruct:  “Please take notes, at the bottom of page 5, as I tell you about self-dealing, personal contributions, conflict of interest and a few other important rules.”











State:  “Let’s start with conflict of interest.  A conflict of interest is when a board member has a personal or professional interest that would affect his/her ability to put the welfare of the Pod or organization before their personal benefit.  For example, your little brother’s French Club  requests funds to travel to France for a week to study French culture.  You know, because of other family financial commitments, that your brother will not be able to go on the trip unless outside funding supplements the cost.  You should declare a conflict of interest.  You have a personal stake in the decision on the table.  You want your little brother to be able to participate in this opportunity.  You can discuss the proposal after declaring your conflict but you may not vote on the request.  The other board members may even choose to ask you to leave the room as they vote.”

State:  “That leads perfectly into our next rule which is agreeing with our board decisions.  Many decisions are not unanimous.  Members contribute different, and at times controversial, perspectives during discussion.  New and different ideas assist the board in reaching an objective and balanced decision.  Consensus building and healthy debate are ways for making better decisions.  It is important to remember that once a decision is made, the board speaks with a common voice.  Each board member is obligated to present this view to the outside world.”  

State:  “This again leads us right into our next rule.  Confidentiality.  Much conversation takes place before a decision is made.  Those conversations are to stay within the four walls of the boardroom.  Again, an example would be if your calculus teacher requests funds from our Youth Pod to buy calculators.  You can communicate the Pod’s final decision but you should not give any explanation of who voted for or against her proposal and it’s not necessary to give an explanation of the discussion that took place while reaching a decision.”

State:  “Now we need to discuss self-dealing.  When a person is on both sides of a financial transition, he or she is engaged in self-dealing.  We can use scholarships as an example of self-dealing.  If a Pod offered scholarships to its senior members to assist them with the cost of higher education this would be self-dealing since members make the decision that benefits only Pod members.  Now, the Pod can offer scholarships with specific guidelines that allow anyone to apply. Situations where members get to fund projects that will eventually benefit themselves are when we need to be concerned about self-dealing.”  

State:  “We mentioned this next rule earlier in the workshop but it’s important enough to say it again.  Each board member should make a financial contribution to the organization.  The amount of the contribution is not as important as the fact that you donated something.  A personal contribution empowers us to talk with others about giving to our organization so that Youth Pods are around for our kids and grandkids to participate in and learn the same philanthropic responsibilities that we are learning.”

State:  “The last rule in this book is for us to complete.  What is really important to our Pod?  What one thing that helps each of us to contribute to our mission?

The expected answer is “teamwork!” but it can be any one of many different issues that the Pod agrees upon.  Once the Pod agrees on the final rule ask them to record it in their workbook.

Closing Exercise:  (10 minutes)

Instruct:  “Before we end this workshop with some fun, I would like you to take a few minutes, 3 minutes to be specific, for you to go back and look at what we discussed and what you’ve learned today.  It’s important to take this time because you’ll have more fun during our final exercise if you know what we discussed.

Allow 3 minutes for participants to review their workbooks.

After 3 minutes, ask the group to form a circle with members touching shoulders. 

Use one of the prize balls during this exercise.

Explain:   “I’m going to throw a ball to one of you and yell out your name, you need to throw the ball to another person and yell out their name.  Once you’ve had the ball thrown to you, you need to sit down on the floor in the same place you are currently sitting.  Remember the name of the person you threw your ball to. 

Throw the ball and yell out the person’s name that you are throwing it to.  When everyone is sitting down, ask them to stand again.  Repeat the same exercise but members cannot throw the ball to the same person they threw the ball to earlier.  We want the members to be team players by calling out one another’s name.

Once everyone is sitted ask them to stand up again.  Repeat the exercise again but for the third time each member will throw the ball to the same Pod member as they did in round two but rather than calling out their name, yell out something that you learned from today’s workshop.  The members should sit down when they have received the ball and yelled out a learned item.  If a topic is repeated before all members are sitting, everyone needs to stand up and start over until everyone can call out a different bit of information for today’s workshop.  We want everyone to call out a different tidbit.

Once the group is successful reward every team member with their own ball as a prize from the workshop.  

While the members are finding their way back to their seats, locate your “ending message board.”  When everyone is seated, hold up your message board with the “me” in position.

State:  “Board work is like teamwork because it’s a process of turning “me” into….”

Flip the “M” upside down to make a “W”
State: “We.  Let’s work as a team to bring positive community change to (add your county name) County!

You are done!!!  Thanks!
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Workshop #4: 


T.E.A.M.: Together Everyone Achieves More


Board Responsibility





Giving Roots and Wings:


The evolution of Youth Pods





1.  What cartoon character do you most resemble and why?








2.  What is your favorite way to spend your free time?








3. Tell us something interesting about you that we don’t know.





Tell us             things about you!





  Don’t use ______________ statements


  Talk about _______________, not _______________.


  Don’t speak at the same time as others.


  Don’t criticize those who are absent, especially ___________.


  Don’t _________________ the conversation.


  Ask questions when you don’t ___________________.


  Keep confidential information confidential.


  Talk about board issues in the _______________, not on the


      ride back to school.


  _______________ when you have a conflict of interest, 


     and ��������_____________ it.





    Arrive on __________, stay until the _____  ______.


   Come ___________.  Read your material ahead of time.





Here’s what you can do to be a team player.

















The President, Chairperson or Facilitator


 























Agenda











Grant 


packet





The Vice President, Vice Chairperson or President Elect





The Secretary








The Treasurer





Other Officers











rules





Okay…Youth Pod members… 


Go long for 


committee work!





Committee guidelines:


Assign each committee specific goals and timelines for work   to be completed.


Choose committee members who will work hard to reach 


the predetermined goals. 


Set committee meeting schedules well in advance.  Take advantage of electronic communication and virtual meetings.


Committees should be formed and then dissolved once their objectives have been reached.
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Rule #6: 





Rule #5:  Financial Contributions 





Rule #4:  Self-Dealing 





Rule #3:  Confidentiality 





 Rule #2 :  Agreeing with board decisions 





Rule #1:   Conflict of Interest Interest:
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“The rule book”





10.  Determine the mission and purposes:





9.  Select the Executive Director (our Navigator):





8.  Support the Executive Director (our Navigator):





7.  Ensure effective organizational planning:





6.  Ensure adequate resources:





5.  Manage resources effectively:





4.  Determine, monitor and strengthen programs:





3.  Enhance public standing:





Ensure legal and ethical integrity:


1.  Recruit and orient new Pod members:
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