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Why Evaluate the Executive Director?

Organizational Standard 7.4: The governing board conducts a performance appraisal of the CEO/Executive 
Director within each calendar year. 



BARRIERS TO EFFECTIVE ED PERFORMANCE 
APPRAISALS

• The executive has never been formally appraised by the governing board. It can be 
uncomfortable when nobody is familiar with the process.

• There is no formal process for completing ED performance reviews. If this is the case, a 
good start would be to base a process on ROMA goals and reference the ED job 
description. 

• It has not been adequately documented. Documentation is required to meet the 
Organizational Standard.



BENEFITS OF A THOROUGH REVIEW

• The ED is central to the success or failure of the agency.

• It provides the opportunity for personal and professional development. 

• It can clarify goals and expectations. 



THE ED REVIEW PROCESS

• Start with a board committee (can be one of the subcommittees or an ad hoc 
committee.

• Decide on an evaluation tool and criteria for review.

• Gather input from a variety of source.

• Set up a face-to-face evaluation meeting.

• Create a written review and summary. 
• Source:  Dynamic Duo:  A Guide to Enhancing the Board & Executive Director Partnership, Published by Community Action 

Partnership and CAPLAW. 

https://communityactionpartnership.com/wp-content/uploads/2018/08/3_Dynamic-Duo-Board-and-ED-Relationship.pdf


EXECUTIVE DIRECTOR ANNUAL REVIEW VIDEO

• https://blog.joangarry.com/executive-director-annual-review/

https://blog.joangarry.com/executive-director-annual-review/


QUESTIONS?



BOARD MEMBER FIDUCIARY 
RESPONSIBILITIES:

Overseeing and Managing the 
Financial Well-Being of 
Community Action Agencies 



ORGANIZATIONAL STANDARDS: FINANCIAL 
OPERATIONS AND OVERSIGHT

• STANDARD 8.1 requires that the CAA’s annual audit (or audited financial statements) is 
completed by a Certified Public Accountant in accordance with the Uniform Guidance at 2 
C.F.R. part 200 and/or state audit threshold requirements. 

• STANDARDS 8.2 THROUGH 8.5 contain further audit requirements for private and 
public CAAs.

• STANDARD 8.7 requires nonprofit CAA boards to receive financial reports at each regular 
meeting that include an organization-wide report on revenue and expenditures that compares 
budget to actual, categorized by program, and a balance sheet/statement of financial position. 

• STANDARD 8.9 requires nonprofit CAA boards to annually approve an organization-wide 
budget. 

• STANDARD 8.12 requires nonprofit CAAs to document how they allocate shared costs 
through an indirect cost rate or through a written cost allocation plan. 



BOARD MEMBERS AND ANNUAL BUDGET (STD 8.9)

• The annual operating budget is a comprehensive financial plan that projects 
all income and all expenses that are expected to be received or incurred 
within a CAA’s fiscal year. 

• The annual budget fulfills two key functions: planning and authorization. 

• The budget is a comprehensive plan to obtain and use resources to fulfill 
the CAA’s mission and meet all contractual and legal obligations. 

• Board approval of the annual operating budget authorizes management to 
proceed with implementation of the plan. 

• Board approval also provides evidence that board members are fulfilling 
their responsibilities to direct the use of resources to fulfill the CAA’s 
mission and ensure compliance with legal obligations. 



BOARD MEMBERS AND ANNUAL BUDGET (STD 8.9) 

• Both the board of directors and management should use the annual budget as a 
reference point for evaluating progress toward agreed upon goals. 

• The budget represents the integration of complex funding and program strategies into a 
unified plan for operation and for building financial health. 

• Board members need to be able to rely upon management to monitor actual results in 
comparison to the budget on a detailed grant-by-grant, program-by-program, line-item-
by-line level. 

• Any trends?  Is the CAA achieving its overall financial goals?

• Areas of Success?  Areas of Improvement?  



BOARD MEMBERS AND FINANCIAL STATEMENTS 
(STD 8.7)

• Financial Statements are Only of Interest to Management, Not the 
Board

• Only the Financially Savvy Board Members Need to Pay Attention to 
the CAA’s Finances

• Mission is greater than any financial concern

• The CAA’s Outside Auditors Prepare the CAA’s Financial Statements 
and Monitor its Finances

• Only a CPA Can Read Financial Statements

• Financial Statements are Only of Interest to Management, Not the 
Board”



BOARD MEMBERS AND FINANCIAL STATEMENTS

• Anyone can read financial statements. It may initially take a little bit of effort, but 
not all that much. 

• Board members have a legal duty to monitor finances, which means reading the 
financial statements. 

• Finance and mission are integrally linked. The financial statements provide an 
opportunity to discuss the CAA’s mission in an organized and meaningful way. 

• The financial statements measure financial performance and condition. They do 
not, however, measure whether a CAA is achieving its mission. The board should 
spend considerable time discussing whether the CAA’s programs are effective 
and how to best measure effectiveness.



BOARD REVIEW OF FINANCIAL STATEMENTS

• Every regular board meeting should include a review of the 
CAA’s financial statements, whether year-end audited statements or 
interim statements. 

• To give board members the information they need for effective 
oversight and direction setting, include:

• Statement of Financial Position (Balance Sheet) 

• An organization-wide Statement of Activities (Income Statement) 
with comparisons to budget

• Program-by-program revenue and expense reports and compare 
actual results achieved to specific program budgets. Most CAAs 
will expect their management to do the most detailed 
comparisons of program-by-program and grant-



BOARD MEMBERS AND FINANCIAL STATEMENTS

• A CAA’s financial statements guide and influence the board’s decisions regarding program size 
and scope, operating and capital budgeting, compensation, fundraising, and financing. 

• The CAA’s system of internal controls directly affects the quality of interim information that the 
board relies on. Internal controls also serve to protect against fraud and financial mismanagement. 

• Understanding the financial condition of the organization and guiding the use of resources are 
core legal responsibilities for boards. 

• Financial statements are an important board tool for assessing management’s performance and 
stewardship of the organization and its resources



SIX STEPS TO REVIEW FINANCIAL STATEMENTS

Reviewed by the ED and 
Financial Director

Preliminary Review by the 
Finance Committee 

Review by EVERY Board 
Member

Regular discussion of the 
financial statements

Once-a-year discussions of 
audit report, agency budget, 

internal controls, overall 
financial health, and long-

term financial planning and 
needs

Questions and Answers 



BOARD MEMBERS AND AUDITS (STD 8.1-8.5)

• A single or program-specific audit is required if a CAA expends $750,000 or more in federal 
funds during the CAA’s fiscal year

• The organization’s annual audit is completed by a CPA on time in accordance with federal 
grant laws and/or state audit threshold requirements

• All findings from the prior year’s annual audit have been assessed by the organization and 
addressed where the board deems it appropriate

• The organization’s auditor presents the audit to the board

• The board formally receives and accepts the audit

• The organization has solicited bids for its audit within the past 5 years



BOARD MEMBERS AND AUTHORITY 

• The board works with ED to develop a policy that 
establishes who has the authority to financially and 
contractually bind the organization, i.e., sign checks; order a 
wire transfer; sign contracts such as leases, loan, vendor or 
grant agreements. 

• Establish a framework of internal controls to safeguard 
funds and minimize the risk of fraud, waste and abuse. 

• CAA’s bylaws will either specify who is authorized to sign 
checks and contracts or state that the board will specify by 
a resolution who is authorized to sign them. 



SOURCES FOR TODAY’S PRESENTATION

• CAPLAW 

• Tools for Top Notch CAAs

• National Community Action Partnership

• Audit Essentials: What Every Board Needs to Know



ADDITIONAL BOARD MEMBER RESOURCES
WWW.CAPND.ORG

• Training Materials

• Handouts and Information 

• Training Dates

• CAPLAW: Tools for Top-Notch CAAs: A 
Practical Approach to Governance and 
Financial Excellence



QUESTIONS?



FUTURE TRAININGS

• JULY 30, 2021 12:00 CT/11:00 MT

• Succession planning

• Risk assessment

• Filling Board vacancies 

• OCTOBER 30, 2021 12:00 CT/11:00 MT



CONTACT INFORMATION 

• Rikki Roehrich, CSBG Director

• rroehrich@nd.gov

• 701-xxx-xxxx

• Andrea Olson, CAPND Executive Director

• andreao@capnd.org

• 701-232-2452

mailto:rroehrich@nd.gov
mailto:andreao@capnd.org
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Using the following guide, please indicate
your appraisal of each item.

Never Seldom Incresingly Now a 
a problem a problem a problem Definite Hindrance

1 2 3 4

1. Am I able to attend regularly scheduled meetings? 1    2    3     4

2. Do I arrive on time for meetings? 1    2    3     4

3. Is my schedule flexible enough to attend emergency sessions? 1    2    3     4

4. Does my career conflict with my position on the board? 1    2    3     4

5. Am I able to discuss controversial topics effectively? 1    2    3     4

6. Do I review support materials prior to all meetings? 1    2    3     4

7. Am I tense and hostile during candid exchanges of opinion? 1    2    3     4

8. Do I work easily with other board members 1    2    3     4

and our Executive Director?

9. Am I able to keep an open mind on issues? 1    2    3     4

10. Do I confine my discussion to agenda items only? 1    2    3     4

11. Do I make at least one positive contribution to each 1    2    3     4

board meeting?

12. Do I have a high level of commitment and interest 1    2    3     4

in our organization?

TOTALS

SAMPLE:
BOARD MEMBER SELF-APPRAISAL FORM
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Board Members:

The point of this evaluation is not to dissect every detail of the
Executive Director’s performance, but rather to build a broad picture of his
overall performance. It is not necessary to respond to every item. If you don’t
have an opinion about some of the items, skip those items and focus only on
those about which you feel qualified to make a judgment.

PART I

Check only one ranking in each item. The explanation of each ranking is:

VERY GOOD- The Executive Director has gone beyond what you would expect
form any executive’s performance in this area. Every person shines in some
areas and the “Very Good” identifies the real strengths you would encourage.

ADEQUATE- The Executive Director meets most or all of what you would
expect from any executive’s performance in this area. The rank means his per-
formance is acceptable and you don’t seek big changes in performance in this
area.

NEEDS IMPROVEMENT- By assigning this ranking, you are telling the Executive
Director that he is not working at a level acceptable to you and he needs to
make changes to improve. If an individual board member assigns this ranking
to an item, there should be an explanation in the “Comments” section.

Give details in the “Comments” section of each item that will explain the rea-
sons for your response to the item. Compliments are as important as criticism.

Please note wherever possible in this section:

1) specific observations of what the Executive Director is doing that you think
should not be done,

2) specific observations of what the Executive Director is not doing that you
think should be done,

3) specific comments about excellence in the Executive Director’s performance.

To keep all evaluators on the same track, an interpretation is offered for each
item under the heading, “This item means…” Please read this section before
responding to the item. The evaluation is only valid is all evaluators are working
from the same understanding of the evaluation items contained in this instru-
ment.

SAMPLE:  
EVALUATION OF EXECUTIVE DIRECTOR



CATEGORY 1: Organization Leadership

1a) The Executive Director understands and implements the mission of Mahube
Community Council, Inc.

Our Mission: “To work for the success of the people we serve, by helping them gain
the knowledge to work, live and govern themselves.”

This item means: This mission statement is approved by the board and should be a guide to
what the board expects. The executive should display a good understanding of the mission,
and all that he does for the organization should be in line with the mission.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

1b) The Executive Director works as an advocate for Mahube Community Council,
Inc. before government, clients and the general public.

This item means: The Executive Director is the recognized representative of the organization
day-to-day. Advocacy means active solicitation of funding for the organization, lobbying for
legislation favorable to the organization, and creating a good image of the organization in
the public eye. Advocacy means being aware of the outside influences that might impact
the organization positively or negatively and then working to increase the positive and head
off the negative.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

1c) The Executive Director understands the needs of Mahube Community Council
Inc.’s clients and seeks to fill those needs with the organization’s programs and
services. 

This item means: The Executive Director position can become segregated from the daily
activity of the organization. Managing a smooth-running office means nothing if you can-
not identify quality programs and services delivered effectively to those you are in business
to serve. The Executive Director must always seek to understand the needs of those your
organization serves and focus his efforts on meeting those needs.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________
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1d) The Executive Director is recognized as a leader among his peers.

This item means: Peer approval and respect is generally a good measure of quality in your
Executive Director. Is he a leader in peer organizations or given recognition by peer groups?
If you have no opportunity to observe this, skip this item.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

1e) The Executive Director gains respect and support of other persons and orga-
nizations who come into contact with Mahube Community Council, Inc.

This item means: In addition to peers, recognition by any of the many groups or individuals
that come into contact with the Executive Director in the line of duty are a good measure-
ment of his performance. If you have no opportunity to observe this, skip this item.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

1f) The Executive Director stays current about new ideas and current trends
among our type of organizations.

This item means: This item is not about chasing trends, but rather about being aware of
the trends among organizations like ours. Not being current with industry standards can
put Mahube Community Council, Inc. at a clear disadvantage in finances and certainly in
services offered. The Executive Director should also keep the board current about new ideas
and trends in organizations like ours.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________
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CATEGORY 2: Business and Financial Management

2a) The Executive Director keeps informed about financial needs of Mahube
Community Council, Inc., to pay for staff, facilities, equipment and supplies.

This item means: Even though we have a Controller, the Executive Director needs to stay on
top of the organization’s finances. The Controller is tuned to the numbers, but the Executive
Director must stay tuned to the big picture. Resources for any nonprofit organization are usu-
ally limited, so it is the job of the Executive Director to get optimum effect for the finances
available. That means understanding the financial needs of each part of the organization
and allocating dollars in a balanced manner.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

2b) The Executive Director understands and supervises the financial accounting
programs for Mahube Community Council, Inc.

This item means: Even though Mahube Community Council, Inc. has a Controller, the
Executive Director needs to always have a basic understanding of the accounting system
and be fully accountable to the board for maintenance of the accounting system. The bud-
get that the board is asked to approve as well as the financial reports to the board should
demonstrate that the Executive Director has a good grasp of organization finance.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

2c) The Executive Director ensures that organization funds are spent appropriate-
ly, always in the best interest of those we serve.

This item means: Appropriately means spending to get the most impact from every dollar.
Non-profit Executive Directors and boards don’t always see the need to be businesslike in
their spending. Certainly nonprofits are in business to serve, not make profit, but nonprofit
boards and Executive Directors often carry that attitude too far. They fail to spend enough
to keep the nonprofit running in an efficient manner. Providing a comfortable, efficient office
or keeping salaries at a level high enough to keep turnover low are both very appropriate
spending. Response to this item must consider overall impact of spending, not just a reflec-
tion of one expense you thought was out of line.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________
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2d) The Executive Director provides the board accurate, understandable informa-
tion about the financial status of this organization through regular financial reports. 

This item means: The board is responsible to ensure the financial integrity of Mahube
Community Council, Inc. To do that, the board must get regular, understandable finan-
cial reports from the Executive Director. You have delegated financial management to
the Executive Director, but the Executive Director must be accountable to the board for
clear explanations and updates about how well he is managing the finances.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

2e) The Executive Director makes well-supported budgeting recommendations to
the board.

This item means: The Executive Director should build the budget and ask for the board’s
approval after a good explanation of all elements of the budget. This is not the Executive
Director’s budget, but rather the Executive Director’s recommendations to the board for the
board’s budget. The recommendations should be clear and well supported

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

2f) The Executive Director assists the board to keep the organization financially
sound. 

This item means: Financial stability of the organization is the board’s responsibility, but you
hire the Executive Director to assist you and make recommendations. Expect the Executive
Director to keep you well informed of potential shortfalls or financial problems. Expect the
Executive Director to be looking ahead when proposing a budget. Expect that he will
respond to budget shortfalls with ideas to increase funding and not just ideas for cutting
spending.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________
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2g) The Executive Director explores and proposes to the board new potential
sources of finance for programs and services.

This item means: It is easy to look for places to cut spending, but much harder to find new
sources to finance programs and services. A good Executive Director can do both, and the
very good Executive Director is always looking for creative alternative sources of finance.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

2h) The Executive Director plans and organizes work effectively.

This item means: Although board members will not be able to observe planning and orga-
nization in the Executive Director’s daily performance, you will see it in the preparation he
makes for board meetings and committee meetings. Budgets should be prepared and pre-
sented on time. Reports to the board should demonstrate that all duties are being per-
formed in a timely and organized manner.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

2i) The Executive Director ensures that all governmental and legal requirements
of the organization are met.

This item means: There is no end to the reports to be filed and forms to be completed for
the non-profit, everything from grant applications to tax forms. The board should expect
the Executive Director to protect the board and the organization from legal ramifications by
filing all reports and documentation on time and in good order. The Executive Director
should be free to seek legal advice and assistance, but the Executive Director is still account-
able to the board to make it all happen.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________
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CATEGORY 3: Relationship with the Board

3a) The Executive Director keeps board members informed about issues, needs
and operation of Mahube Community Council, Inc.

This item means: The board makes sweeping delegation of management to the Executive
Director, and for good reason. The board has neither the time nor the expertise to do the
day-to-day management. But the board never gives up absolute responsibility for the orga-
nization. The board should expect regular reports about how the organization is delivering
programs and services—successes and failures. The Executive Director should provide the
board with a flow of information about the organization.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

3b) The Executive Director offers direction to the board, when needed on issues
requiring board action, and makes appropriate recommendations based on thor-
ough study and analysis.

This item means: The Executive Director is the board’s prime resource and should be a part
of every decision made by the board. The Executive Director must sit at the board table
with the board and be prepared with documented recommendations on every action item.
The Executive Director should assure that the board is not acting contrary to the law or its
own policies.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

3c) The Executive Director interprets and executes the intent of board policy.

This item means: Board policy is the guide for how Mahube Community Council, Inc. will
function. The Executive Director is hired by the board to carry out board policy. The
Executive Director should demonstrate a clear understanding of the board’s policies and fol-
low them, ensure that staff understand and follow board policy, and help clients to under-
stand board policy.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________
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3d)The Executive Director seeks, and accepts from the board, constructive criti-
cism of work.

This item means: The board is the Executive Director ‘s employer. A good employer helps
the employee do the job better by offering constructive critique of the employee’s perfor-
mance, as you are doing with this evaluation. The employee should accept and apply the
criticism to improve job performance, when it comes from the full board, just as any
employee would.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

3e) The Executive Director supports board policy and actions to staff, clients and
the public.

This item means: The Executive Director owes allegiance to the board first above staff,
clients, or anyone else. The Executive Director should be free to discuss and disagree with
board members at the board table, but he should never be critical of the board to staff,
clients or anyone else outside the board room.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

3f) The Executive Director understands his role in administration of board policy.

This item means: It is the Executive Director’s job to assist the board to develop policy. Once
the policy is approved by the board, it is the Executive Director’s job to ensure that the poli-
cy is implemented. It is not the Executive Director’s job to interpret board policy, but to
learn the intent of the board and follow the intent. If the policy proves to be impractical or
unworkable, the Executive Director should recommend changes to the board.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________
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3g) The Executive Director responds in a timely manner to supply to the board
information requested by the full board.

This item means: If the board is to stay out of day-to-day management, and still be able to
make major decisions for Mahube Community Council, Inc., the Executive Director must
provide a good flow of quality information to the board in a timely manner. Notice that this
item says “information requested by the full-board.”

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

3h) The Executive Director remains impartial to board members, treating all alike. 

This item means: All power rests with the full board acting as a team. The Executive
Director should foster that team concept by providing information and assistance to all
board members equally. There should be no personality clashes between the Executive
Director and board members.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

3i) The Executive Director refrains from criticism of the board and individual
board members outside board meetings.

This item means: The Executive Director owes allegiance to the board—not staff, clients or
the public—and should never be critical of the board to anyone else. The board will not
always take the Executive Director’s recommendations and the board will not always do
what the Executive Director expects. But always the Executive Director owes the board loyal-
ty. The Executive Director should certainly never be critical of one board member to another
board member.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________
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3j) The Executive Director works directly with the board to resolve differences of
opinion.

This item means: The board and the Executive Director will have conflicting points of view
on issues from time to time, and that’s acceptable, because it gives a nice balance to the
governance of the organization. The board should accept those differences of opinion from
the Executive Director, but with the full expectation that the Executive Director will work
only with the board to resolve these differences and not involve others outside the board.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

3k) The Executive Director freely offers opposition to any matter under discussion
by the board until a board decision is made, after which he subordinates his
views to those of the board.

This item means: The board should expect the Executive Director to assist the board at all
times with informed insights and recommendations, whether supporting or opposing board
member views. However, once the board makes a decision, the Executive Director should be
totally supportive of the board’s decision and work to carry out the board’s wishes.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

31) The Executive Director demonstrates clear understanding of the
employee/employer relationship with the board.

This item means: The board/Executive Director relationship at Mahube Community Council,
Inc. is unusual—a professional working for volunteers-but it is still an employer/employee
relationship. The Executive Director should always demonstrate that he understands that
the board is ultimately responsible for the whole organization and all that happens in it.
The Executive Director should also demonstrate accountability to the full board at all times.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________
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CATEGORY 4: Personal Characteristics that Impact Job Performance

4a) The Executive Director maintains high standards of ethics, honesty and
integrity in personal and professional relationships. 

This item means: A professional Executive Director should be expected to look and act pro-
fessional always. Your Executive Director’s ethics and honesty should never be in doubt.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

4b) The Executive Director has respect and high standing among professional
colleagues. 

This item means: As a board member, you will likely come into contact with professional
peers of your Executive Director. How do they respond to your Executive Director? Has your
Executive Director won any awards from professional organizations? Has the Executive
Director held any offices in professional organizations? Colleagues will respect your
Executive Director only if he demonstrates professional competence to them—a good mea-
surement for you.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

4c) The Executive Director devotes time and energy effectively to the job. 

This item means: You should not assess the Executive Director’s performance by determin-
ing that he is in the office every day from nine to five. The Executive Director position is not
a nine-to-five job. The board should allow the Executive Director flexibility in the hours
worked. But the board should expect that the Executive Director will devote the time and
effort to get the job done right, whatever that takes.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________
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4d) The Executive Director works well with individuals and groups.

This item means: In addition to working with the board, the Executive Director must work
with committees, community groups, and virtually anyone who enters the office. You can-
not be aware of how well the Executive Director performs this function day-to-day, but you
can observe how well the Executive Director works with you as an Individual and with the
full board and committees.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

4e) The Executive Director exercises good judgment in arriving at decisions.

This item means: The board should expect the Executive Director to be a good decision-
maker for the day-to-day operation of Mahube Community Council, Inc. You give the
Executive Director great latitude to make major decisions for the organization and you
should expect that will be done with common sense and with application of good manage-
ment principles. Good judgment can be measured from reports and other information deliv-
ered to the board about financial management, staffing, public relations, purchasing deci-
sions and changes in programs and services.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

4f) The Executive Director maintains poise and emotional stability in the full
range of professional activities. 

This item means: Managing a nonprofit organization is never a smooth ride. The good
Executive Director understands there will be crisis and upheaval frequently in the wide
range of activities and contacts during nearly every day. The good Executive Director also
prepares for those ups and downs and can handle them quietly and efficiently with mini-
mal disruption to programs and services.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________
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4g) The Executive Director writes clearly and concisely.

This item means; Written communication with board, staff, clients and the general public is
an essential skill for the Executive Director. Has the written material you’ve seen from the
Executive Director been in good form? Are board meeting packet materials well-written and
clear? Have communications to the public represented the organization well?

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

4h) The Executive Director responds well when faced with unexpected/disturbing
situations.

This item means: Management of a nonprofit is full of daily surprises and the good
Executive Director meets those surprises with a measured response. Don’t expect the
Executive Director to be an expert in disaster control, but do expect the Executive
Director to be prepared for the daily surprises. Programs and services should generally
continue at normal pace despite the problems.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

4I) The Executive Director remains open to ideas, suggestions and criticisms from
the board.

This item means: Note that this item does not say “…from individual board members,”
but rather it says “…from the board.” Certainly individual board members are free to
offer ideas, suggestions and criticism to the Executive Director, but the board must
speak with one voice. The Executive Director should be tuned in to that voice. The full
board represents the community and can offer the Executive Director valuable insights.
The Executive Director should not only remain open to ideas from the board, but
actively seek insights from the board team.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________
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CATEGORY 5: Innovation/Improvement

5a) The Executive Director accepts/promotes change that will better serve
clients.

This item means: There’s no end to the need and potential for more service from Mahube
Community Council, Inc. Maintaining status quo is easy. Making change is difficult, but
change is necessary for growth. The Executive Director should not only demonstrate that he
seeks positive change in the organization, but also encourages staff to improve service.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

5b)The Executive Director regularly proposes good ideas to the board for better
service to clients.

This item means: Service is the bottom line for Mahube Community Council, Inc, and better
service should always be a goal for all who work here. You should not expect the Executive
Director to bring every minor change to the board for approval. Only major changes in ser-
vice and programs need to be approved by the board.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________

5c) The Executive Director seeks advanced training to improve job skills.

This item means: This is a professional position and professionals should be expected to
continuously hone their job skills. The board should allow time from the job for the
Executive Director to attend training and even finance all of the training. The Executive
Director should report to the board about training attended.

________Very Good _________Adequate __________Needs Improvement

Comments:__________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

____________________________________________________________________________
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PART II

Items in this section are intended to give board members an opportunity to discuss some of
the executive director’s performance that was not reflected in Part I of the evaluation.

It is not necessary to respond to these items if you feel your responses to Part I adequately
reflect your assessment of the executive director’s performance.

In what area(s) has the Executive Director done an exceptional job that is not
adequately reflected in Part I of this evaluation? Explain.

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

In what area(s), not covered in Part I of this evaluation form, does the Executive
Director’s performance need improvement? Explain.

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

Has the Executive Director’s performance been at a level that merits considera-
tion of additional compensation? Explain.

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

_____________________________________________________________________________

Evaluator
Signature________________________________________Date________________________
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1: Compilation of All Evaluator Responses

PART I

Purpose: This is a compilation of all board member responses. Give every
board member a completed copy and use it as the full board works for con-
sensus on the evalution.

CATEGORY 1: Organizational Leadership

1a) The Executive Director understands and implements the mission of
Mahube Community Council, Inc.

Comments:______________________________________________________________

_________________________________________________________________________

1b) The Executive Director works as an advocate for Mahube Community
Council, Inc. before government, clients and the general public.

Comments:_______________________________________________________________

_________________________________________________________________________

1c) The Executive Director understands the needs of Mahube Community
Council Inc.’s clients and seeks to fill those needs with the organization’s pro-
grams and services.

Comments:_______________________________________________________________

_________________________________________________________________________

1d) The Executive Director is recognized as a leader among his peers.

Comments:_______________________________________________________________

_________________________________________________________________________

1e) The Executive Director gains respect and support of other persons and
organizations who come into contact with Mahube Community Council, Inc.

Comments:_______________________________________________________________

_________________________________________________________________________

1f) The Executive Director stays current about new ideas and current trends
among our type of organizations.

Comments:_______________________________________________________________

_________________________________________________________________________

TOTALS FOR CATEGORY 1: ORGANIZATIONAL LEADERSHIP
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CATEGORY 2: Business and Financial Management

2a) The Executive Director keeps informed about financial needs of Mahube
Community Council, Inc., to pay for staff, facilities, equipment and supplies.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

2b) The Executive Director understands and supervises the financial account-
ing programs for Mahube Community Council, Inc.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

2c) The Executive Director ensures that organization funds are spent appro-
priately, always in the best interest of those we serve.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

2d) The Executive Director provides the board accurate, understandable infor-
mation about the financial status of this organization through regular financial
reports. 

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

2e) The Executive Director makes well-supported budgeting recommenda-
tions to the board.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________
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2f) The Executive Director assists the board to keep the organization finan-
cially sound. 

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

2g) The Executive Director explores and proposes to the board new potential
sources of finance for programs and services.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

2h) The Executive Director plans and organizes work effectively.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

2i) The Executive Director ensures that all governmental and legal require-
ments of the organization are met.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

TOTALS: CATEGORY 2: BUSINESS AND FINANCIAL MANAGEMENT
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CATEGORY 3: Relationship with the Board

3a) The Executive Director keeps board members informed about issues,
needs and operation of Mahube Community Council, Inc.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3b) The Executive Director offers direction to the board, when needed on
issues requiring board action, and makes appropriate recommendations
based on thorough study and analysis.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3c) The Executive Director interprets and executes the intent of board policy.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3d)The Executive Director seeks, and accepts from the board, constructive
criticism ofwork.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3e) The Executive Director supports board policy and actions to staff, clients
and the public.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3f) The Executive Director understands his role in administration of board
policy.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________
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3g) The Executive Director responds in a timely manner to supply to the
board information requested by the full board.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3h) The Executive Director remains impartial to board members, treating all
alike. 

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3i) The Executive Director refrains from criticism of the board and individual
board members outside board meetings.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3j) The Executive Director works directly with the board to resolve differ-
ences of opinion.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3k) The Executive Director freely offers opposition to any matter under dis-
cussion by the board until a board decision is made, after which he subordi-
nates his views to those of the board.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

31) The Executive Director demonstrates clear understanding of the employ-
ee/employer relationship with the board.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

TOTAL:  CATEGORY 3: RELATIONSHIP WITH THE BOARD
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CATEGORY 4: 
Personal Characteristics that Impact Job Performance

4a) The Executive Director maintains high standards of ethics, honesty and
integrity in personal and professional relationships. 

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

4b) The Executive Director has respect and high standing among professional
colleagues. 

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

4c) The Executive Director devotes time and energy effectively to the job. 

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

4d) The Executive Director works well with individuals and groups.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

4e) The Executive Director exercises good judgment in arriving at decisions.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________
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4f) The Executive Director maintains poise and emotional stability in the full
range of professional activities. 

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

4g) The Executive Director writes clearly and concisely.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

4h) The Executive Director responds well when faced with unexpected/dis-
turbing situations.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

4I) The Executive Director remains open to ideas, suggestions and criticisms
from the board.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

TOTALS: CATEGORY 4: 
PERSONAL CHARACTERISTICS THAT IMPACT JOB PERFORMANCE
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CATEGORY 5: Innovation/Improvement

5a) The Executive Director accepts/promotes change that will better serve
clients.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

5b)The Executive Director regularly proposes good ideas to the board for
better service to clients.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

5c) The Executive Director seeks advanced training to improve job skills.

Comments:_______________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

TOTALS: CATEGORY 5: INNOVATION/IMPROVEMENT

CATEGORY SUMMARY

ORGANIZATIONAL LEADERSHIP

BUSINESS AND FINANCIAL MANAGEMENT

RELATIONSHIP WITH THE BOARD

PERSONAL CHARACTERISTICS THAT IMPACT JOB PERFORMANCE

INNOVATION/IMPROVEMENT

TOTAL
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PART II

1) In what area(s) has the Executive Director done an exceptional job that is
not adequately reflected in Part I of this evaluation? Explain.

All Comments:____________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

2) In what area(s), not covered in part I of this evaluation form, does the
Executive Director’s performance need improvement? Explain.

All Comments:____________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

3) Has the Executive Director’s performance been at a level that merits consid-
eration of additional compensation? Explain.

All Comments:____________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________
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Evaluator 1

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 2

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 3

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 4

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 5

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 6

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 7

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 8

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 9

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 10

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 11

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 12

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 13

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 14

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 15

Very Good ■■

Adequate ■■

Needs Improvement ■■

Evaluator 16

Very Good ■■

Adequate ■■

Needs Improvement ■■
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Summary of Individual Evaluators

Purpose: To ensure that one evaluator does not make the compilation look
too high or too low.



Boards Page

http://www.mapnp.org/library/index.html#anchor99492

Other topics (e.g. fundraising, strategic planning, evaluation)

http://www.mapnp.org/library/index.html

■  Board-related information from:

The National Center for Nonprofit Boards 
(a national nonprofit dedicated to building 
the capacity of nonprofit boards to 
exercise effective governance)

(homepage) http://www.ncnb.org

(publications) http://www.ncnb.org /html/pubmainpage.html

The Nonprofit Genie (a California-based 
online resource for nonprofit organizations)

(homepage) http://www.genie.org

(publications on boards) 
http://www.genie org/pubs_ reviews_ board.htm

■  The Management Center’s Nonprofit 
Assessment Tool includes a section on 
board assessment:

http://www.tmcenter.org/toolintro.htmI

82 THE TRAINING BOOK

ADMINISTRATIONONLINE RESOURCES FOR NONPROFIT BOARDS

■ Management Assistance Program’s
Nonprofits Manager Library (online
resources, Information about publica-
tions, and numerous links) designed to
help nonprofit boards and employees
carry out their responsibilities.



Board Roles & Responsibilities: 
Nonprofit Community Action Agencies

[Training]
[Date]

PRESENTED BY:
[Trainer Name]

[Trainer Website or Email] 
[Trainer Phone Number]

[Trainer Logo]

Presenter
Presentation Notes
Serving on a board of directors of a nonprofit organization is both rewarding and challenging.  For a nonprofit community action agency (CAA), the federal funding that the organization receives adds another, unique layer to a board member’s responsibilities.  Using scenarios and quizzes, this presentation focuses generally on the role and responsibilities of a nonprofit board and specifically on the board leadership for a nonprofit that is community action agency (CAA).Note to Presenter: This presentation is basically a guide for those conducting trainings for tripartite boards and CAA staff that work with tripartite boards on the board’s roles and responsibilities.  All the slides in the PowerPoint are annotated to provide the trainer with an understanding of the information that CAPLAW strives to convey when presenting on this topic. The intent is to support trainers in their own efforts to educate tripartite boards about the very vital role the board plays. We envision several ways that the Community Action network may use this presentation:The presentation may be given in its entirety;The slides may be presented in sections as noted on the webpage; and/orThe slides may be used to augment a presenter’s existing presentation.The slides are not all-inclusive of the information that is important for tripartite boards to know. The slides are only intended to acknowledge the information that most tripartite boards will be tasked with overseeing. Every CAA is different and the way in which your CAA operates and the programs it runs will affect the information that has been included in this PowerPoint. We recommend reading the brief introduction about this presentation for additional tips on using and printing this resource. 



This training material was created in collaboration with 
Community Action Program Legal Services, Inc. (CAPLAW) 
and the Community Action Partnership (Partnership). The 

publication was created by National Association of Community 
Action Agencies - Community Action Partnership in the 

performance of the U.S. Department of Human Services, 
Administration for Children and Families, Office of Community 
Services Grant Number 90ET0465.  Any opinion, findings, and 

conclusions, or recommendations expressed in this material 
are those of the authors and do not necessarily reflect the 

views of the U.S. Department of Health and Human Services, 
Administration for Children and Families.

2

Presenter
Presentation Notes
Note to Presenter: This is language we are required to include with this resource to acknowledge the funds that were used to pay for its creation. We ask that you include this slide in your presentation If you are presenting the PowerPoint or sections of the PowerPoint in its entirety and are not making any changes to the slides when doing so.  However, if you make changes to the slides or incorporate a few slides into an existing presentation, rather than use an entire section, the language above is no longer applicable and it is not necessary to include it.



A Few Brief Points About How a 
Board of Directors Operates
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Presenter
Presentation Notes
We could have a whole training on how a nonprofit board operates. However, there are a few key points that are helpful to cover with all board members to ensure that a strong foundation for the board is set.  



Board Operations Scenario One

Even though CAA board member Shelia is really proud 
of all the amazing work the CAA does in the 
community, she recently became concerned about 
employee wages at the CAA. After reading an article in 
the local newspaper about nonprofit employees facing 
the same financial challenges as the clients they serve, 
Shelia contacted the CAA’s Human Resources 
Coordinator and asked to see the salaries for all CAA 
employees.

Do you agree with Shelia’s approach? Why or Why 
not?

4

Presenter
Presentation Notes
No. It is important that each board member understands his/her her oversight role and how that differs from the role of management. The board’s role with respect to operational activities such as setting employee salaries (other than the executive director’s) or addressing other human resources (HR) matters involves overseeing the policies developed by the staff at the direction of the executive director and ensuring compliance with those policies. The board has one employee and that is the executive director. The board authorizes its one employee to help develop, manage and execute policies reviewed and overseen by the board.In some cases, the board may authorize a committee of the board to consider and make a recommendation to the full board about issues relating to personnel policies, wage comparability studies, and organization-wide salary scales. When conducting a more in-depth analysis in each of these areas, board committees should focus on the position at issue and not on the specific employee that holds that position.  Board members rarely need to be provided access to personal employee data and, in those unusual instances in which they are given such data, the information should be shared only on a need to know basis in connection with official board business. Some types of sensitive employee information, such as health or financial information, may be protected by various confidentiality or privacy laws and would not generally be available to board members. CAPLAW developed a resource several years ago to help board members better understand the role they play as Community Action board members and how they can best work with the executive director to fulfill that role.  See CAPLAW’s Dynamic Duo: A Guide to Enhancing the Board & Executive Director Partnership.



Operation Framework

5

Board of Directors

Executive 
Director

Staff Staff

 The board acts 
only as a body

– Opportunity for 
group discussion 
and deliberation is 
important

 Sole employee of 
the board is the 
executive director

Presenter
Presentation Notes
The board of directors acts as one body comprised of multiple individuals that must work together for the best interest of the organization. To successfully act as one, cohesive body, the board must provide for robust discussions and deliberations and often does so through meetings, agendas and retreats. The executive director is the sole employee of the board and is authorized by the board to hire, fire and manage staff.  Board members generally communicate with other staff about organizational business through the executive director.



Operation Framework

 Individual board members only act on behalf of 
the board:

– When authorized by the full board to do so AND

• Officers, committees

– Typically, via the executive director 

• Caveat: a few exceptions exist

6

Presenter
Presentation Notes
Certain times exist when board members may act in their individual capacity as board members on behalf of the full board. Implementing a board/staff/3rd party communication policy is one way to educate all board members about the proper communication process and can serve as a point of reference if confusion arises. The policy should reinforce that board members should only speak on behalf of the full board when authorized by the board of directors or executive director to do so. Officers of the board or a committee often have the authority to act on behalf of the board or committee by nature of the office held. While board members should typically speak with individual staff members via the executive director, a policy would outline the limited situations when it would be appropriate for board members to consult directly with staff.



Board Member/ Staff Contact 
EXAMPLES
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2. Staff liaison  
assists with board 
committee business

1. Coordinate 
board meeting 
logistics with 
staff admin

Board of Directors

Executive 
Director

Staff Staff

3. Seek staff input 
on ED evaluation

4. Reports of fraud, 
misuse of resources, 
discrimination or 
harassment involving 
the ED

Direct Contact
Via the ED

Presenter
Presentation Notes
A board/staff/3rd party communication policy would outline the limited situations when it would be appropriate for board members to consult directly with staff. Examples of such situations would include: board members communicating with an administrative staff person (sometimes referred to as a board liaison) who coordinates the logistics of board and committee meetings; board committee members communicating with staff liaisons (for example, finance committee members communicating with the finance director) about committee business; personnel committee members communicating with staff to gather input for the executive director’s evaluation if the board’s evaluation process includes obtaining such input. A complaint of suspected or potential fraud, misuse of resources or property, or discrimination or harassment involving the executive director would be reported to the board or a designated board committee in accordance with the organization’s whistleblower policy. Procedures detailing the process for reporting such claims should be included in that policy.Such a policy on board-staff communication is intended to prevent the board from micro-managing the staff and circumventing the executive director’s role in supervising the organization’s staff. 



Board Operations Scenario Two

Tony has been on the board for two years and L    VES 
it! His fellow board members are very personable and 
friendly but Tony is continually confused about the 
vote that is required to take actions as well as the 
number of meetings board members are required to 
attend. 

What should Tony do?

What should the Executive Director do?
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Presenter
Presentation Notes
See next slide for the answer.



Board Operational Guide
 Bylaws serve as an 

organization’s operational 
guide

 See bylaws for information 
about:
– Board member 

composition
– Meeting frequency, notice
– Officers
– Committees
– Votes, quorum
– And more. . . .
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Bylaws

Article I
Thou shall read the 

bylaws.

Presenter
Presentation Notes
Tony has a number of options to figure out the appropriate way for the board to operate. The information Tony is seeking should be in the CAA’s bylaws. The bylaws serve as an operations guidebook for the organization and should include the information board members need to know to properly conduct meetings and take actions.The board of directors should make the bylaws available to all board members and educate the board members about the information in them. Since Tony is new he may not fully understand the importance of the bylaws and may contact the executive director or the board chair for answers to his questions. The executive director should work closely with the board chair to assist in educating board members about the bylaws and the way in which the board operates.



Board Committees Exercise
A. An executive committee may have authority to act on 

behalf of the full board.  True  or False

B. Most board decisions may be made in the executive 
committee and reported to full board.  True or False

C. Boards may use both standing and ad hoc committees. 
True or False

D. Committees that solely make recommendations do not 
need to take minutes or record meetings. True or False

E. Board approval is not required to seat either board 
members or non-members on committees. True or False
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Presentation Notes
Tripartite boards, like boards of other nonprofits, conduct board business with the help of board committees.  Thus it is important that board members understand how to properly use and work with committees. This exercise is intended to help board members identify what they do/don’t know about committee structures.True. The authority of a committee to act on behalf of the full board may be dictated by your state’s nonprofit corporation act and should be reflected in the bylaws. Often the state nonprofit corporation act specifies that certain actions may not be taken by a board committee (e.g., vote to dissolve the organization). A CAA’s bylaws should include those restrictions. Also some state CSBG laws impose composition requirements on committees that have the authority to act on behalf of the full board. An executive committee is typically the only committee given the authority to act on behalf of the full board.False. A board may delegate some authority to an executive committee but the full board should review and vote on most decisions. As we discussed in the part of the presentation about the role of the tripartite board, all board members have fiduciary duties that require them to be actively engaged in decisions made by the board. An executive committee typically helps to move along routine matters that occur in between board meetings and can quickly convene for emergencies. True. Standing committees are designated in the bylaws and typically consist of the following: financial/audit, personnel, governance and executive. Standing committees may also exist for larger programs run by the CAA, such as Head Start. Ad hoc committees are created as the need arises and the bylaws typically address a nonprofit’s ability to establish them. Examples of when ad hoc committees may be created include: to address an adverse monitoring report, develop a fundraising event, secure a facility for the CAA, etc.False.  Minutes of committee meetings should be taken and maintained with board records, particularly for committees that exercise board authority.  The way in which committees operate should be established in the bylaws and generally will reflect the way the full board operates especially with respect to meetings and minutes. Also, the state nonprofit corporation act may require committees to follow the same meeting procedures as the full board and, if such is the case, this should be reflected in the bylaws. Committees should have charters that establish their purpose, composition and methods of operation. Think of a committee charter as a mini-bylaws for a board committee.False. Typically, a state nonprofit corporation act will require the board to vote to create a committee and appoint committee member. This requirement should be reflected in the CAA’s bylaws. Even if the nonprofit corporation act does not speak to committee formations and/or selection of members, the board should develop a procedure for doing so and maintain control over who sits on committees. Usually, non-board members may sit on board committees so long as those members do not participate in actions that may be taken on behalf of the full board. For example, if the board is in the process of reviewing the CAA’s personnel policies and no current members have expertise in human resource (HR) matters, the board may ask an HR consultant or expert to participate in personnel committee meetings to help with the review of the policies and the recommendations that the committee will make to the full board. 



Board Committees

 Committee work is essential to smooth and efficient 
operation of board and CAA

– Executive directors are not committee members

 Most state laws permit  board members to rely on 
information provided by committees

– But board members must have a reasonable basis for believing 
that  committee is competent source of information

 Regular review of committee structure is 
recommended 
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Presentation Notes
A board often relies on committees to divide the work, build on the expertise of individual board members, and develop recommendations and solutions to problems. Some boards may decide to delegate decision-making authority to committees (assuming state law permits such a delegation), but the recommended practice is to have committees report to the full board with background information and to make recommendations for board action.Generally, executive directors of nonprofits do not also serve as board or committee members but rather act as a resource for the board and its committees to ensure that each is receiving the information needed to successfully execute their duties. The federal funding that a CAA receives also makes it difficult for executive directors to serve as board or committee members. The federal CSBG Act tripartite board structure limits the eligible board seats for which a CAA’s executive director could fill—essentially only the private sector seats or as a public official representative. Moreover, the Head Start Act specifically prohibits board members from receiving compensation for providing services to the organization and also prohibits the organization from employing board members and their immediate family members.The committee structure is typically recognized in the state nonprofit corporation act. The act will often include language that enables board members to rely on information from committees so long as the board member has a reasonable basis for believing the committee is an accurate source. A committee charter describing the committee’s role and how it will operate should help establish the committee’s responsibilities. A board should carefully consider and periodically review the committee structure and the powers delegated to committees. When reviewing its bylaws, a CAA should revisit its committee structure to determine if reliance on committees is properly balanced with the engagement of the full board and what type of committees are useful to the organization. The bylaws should include a brief description of the standing committees and each committee should be supported by a charter.  
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Presenter
Presentation Notes
Serving on a board of directors of a nonprofit organization is both rewarding and challenging.  For a nonprofit community action agency (CAA), the federal funding that the organization receives adds another, unique layer to a board member’s responsibilities.  Using scenarios and quizzes, this presentation focuses generally on the role and responsibilities of a nonprofit board and specifically on the board leadership for a nonprofit that is community action agency (CAA).Note to Presenter: This presentation is basically a guide for those conducting trainings for tripartite boards and CAA staff that work with tripartite boards on the board’s roles and responsibilities.  All the slides in the PowerPoint are annotated to provide the trainer with an understanding of the information that CAPLAW strives to convey when presenting on this topic. The intent is to support trainers in their own efforts to educate tripartite boards about the very vital role the board plays. We envision several ways that the Community Action network may use this presentation:The presentation may be given in its entirety;The slides may be presented in sections as noted on the webpage; and/orThe slides may be used to augment a presenter’s existing presentation.The slides are not all-inclusive of the information that is important for tripartite boards to know. The slides are only intended to acknowledge the information that most tripartite boards will be tasked with overseeing. Every CAA is different and the way in which your CAA operates and the programs it runs will affect the information that has been included in this PowerPoint. We recommend reading the brief introduction about this presentation for additional tips on using and printing this resource. 



This training material was created in collaboration with 
Community Action Program Legal Services, Inc. (CAPLAW) 
and the Community Action Partnership (Partnership). The 

publication was created by National Association of Community 
Action Agencies - Community Action Partnership in the 

performance of the U.S. Department of Human Services, 
Administration for Children and Families, Office of Community 
Services Grant Number 90ET0465.  Any opinion, findings, and 

conclusions, or recommendations expressed in this material 
are those of the authors and do not necessarily reflect the 

views of the U.S. Department of Health and Human Services, 
Administration for Children and Families.
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Presenter
Presentation Notes
Note to Presenter: This is language we are required to include with this resource to acknowledge the funds that were used to pay for its creation. We ask that you include this slide in your presentation If you are presenting the PowerPoint or sections of the PowerPoint in its entirety and are not making any changes to the slides when doing so.  However, if you make changes to the slides or incorporate a few slides into an existing presentation, rather than use an entire section, the language above is no longer applicable and it is not necessary to include it.



Key Responsibilities of  the 
Tripartite Board

3

Presenter
Presentation Notes
Unpacking what it means for board members to manage all the affairs of a nonprofit corporation can seem daunting and overwhelming.  For nonprofit CAAs, a board member’s responsibilities are often driven by the requirements of the state and federal funding they receive. For example, the federal CSBG Act requires board members to be fully engaged in the development, planning, implementation and evaluation of the CSBG program.  The following section unpacks a board’s responsibilities as managers of the corporation and pursuant to funding source directives by focusing on key responsibilities that encompass many of the actions board members must take to effectively fulfill their duties.



Key Board Responsibilities
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Mission Planning Engagement

Generating Funds Performance Accountability

Presenter
Presentation Notes
CAPLAW has identified 6 hallmarks of an effective tripartite board.  Engaged boards acting and monitoring in these key areas are likely to be meeting and exceeding the governance requirements applicable to them. As we work through each of the six characteristics we will discuss how they tie in with the tripartite board’s responsibility to be fully engaged in the development, planning, implementation and evaluation of the CSBG program. We will also show how many of the CSBG Organizational Standards, especially those specific to a board’s responsibilities, are met through fulfilling these key responsibilities.  



Key Board Responsibility

5

Accountability

Presenter
Presentation Notes
The tripartite board plays an instrumental role in ensuring that a CAA is accountable, i.e., fiscally strong, legally complaint and operationally sound. Maintaining accountability requires the implementation of systems, policies and procedures that the board oversees, reviews and approves.  To gain and maintain public trust, a CAA must be able to show that it has a strong commitment to ethical principles, transparency and accountability.



Ensure Accountability

FINANCIAL

OPERATIONALLEGAL
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Presenter
Presentation Notes
When we talk about accountability, we will be looking at actions boards can take in three overlapping areas – legal, financial and operational – to support a CAA’s efforts to either maintain or grow into a high-performing organization.



Executive Director Oversight

7

Board of Directors

Executive 
Director

Staff Staff

 Sole employee of 
the board is the 
executive director

Presenter
Presentation Notes
As previously discussed, the executive director is the sole employee of the board and is authorized by the board to hire, fire and manage staff.  Board members generally communicate with other staff about organizational business through its one employee, the executive director.  A key board responsibility that is essential to maintaining an accountable organization is to effectively oversee, evaluate and compensate the executive director.



Manage Executive Director
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Oversee

Regularly communicate

Provide assistance when 
needed

Request reports

Ask about goals & programs

Conduct annual review

Evaluate

Use board committee

Decide on evaluation tool/ 
criteria

Gather input 

Set up in-person evaluation

Create written review

Presenter
Presentation Notes
OverseeIn a smoothly running organization, the board regularly communicates with the executive director via the board chair who will often meet or schedule regular calls with the executive director to discuss new or ongoing concerns. Meeting regularly establishes an opportunity for the board chair to let the executive director know what the board believes the executive director is doing well and provide appreciation for his or her daily efforts on behalf of the organization. At the same time, it is a way to spot problems between evaluations, before they become critical. Being an executive director is a tremendously complex job with many pressures and expectations. If the executive director has been struggling with specific problems such as time management, lack of expertise, or feeling overwhelmed, the board should work to help him/her obtain the needed assistance. For most boards, the board chair will likely be the one to discuss such issues with the executive director and then work with either the full board or a board committee to identify possible solutions such as training in specific subjects, finding an external mentor or considering executive coaching.EvaluateThe executive director is typically central to the success (or failure) of an organization. One of the board’s most critical roles is to perform an annual, written evaluation of the executive director. This evaluation will document both achievements and shortcomings so that the executive director’s performance can be improved to benefit the entire organization as well as his/her own personal growth. The evaluation of the executive director actually begins when the board and the executive director agree upon goals and objectives for the coming year. Tying these goals to the strategic plan of the organization is a good way to structure a meaningful performance review for the executive director. The evaluation process often helps align and clarify the goals and expectations of the executive director and provides firm support for executive compensation decisions. While the size and complexity of the board and the organization will dictate what procedures and tools are appropriate for the evaluation, there are some general guidelines boards may find useful, which include: Use a board committee that could be either a subgroup of the executive, governance or compensation committee (if applicable) or perhaps an ad hoc committee that will handle the logistics, research and written documentation. Decide on an evaluation tool and the criteria for the review.  Many types of evaluation tools are available, ranging from a checklist of skills and abilities that enable others to “rate” the executive director, to more open-ended tools that allow for individual comments. The executive director and the committee should meet to review the process and the tool.Gather input from a variety of sources. Include board and staff members, and key partners of the CAA (consider clients, volunteers, donors, community members, etc.) as part of the evaluation. Obtaining input from non-board members may be difficult without anonymity so a board may consider using online surveys that protect confidentiality.Set up a face-to-face evaluation meeting. Consider having either the board chair, or the chair and one other committee member, meet with the executive director to discuss the evaluation. Such a meeting would typically cover the executive director’s achievements, the areas where he/she might need improvement, and goals for the executive director to focus on in the coming year. It is also a good opportunity to discuss professional development goals for the executive director. If compensation is discussed, the committee should keep a record of that discussion.Create a written review and summary. Documentation is important because it serves as a point of reference for the board and executive director with respect to those areas where the executive director has been successful, as well as those where he/she can improve performance. 



CSBG Organization Standards
Executive Director Oversight
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• The governing board conducts a 
performance appraisal of the 
CEO/executive director within 
each calendar year

CSBG Org. Standard 7.4

Presenter
Presentation Notes
While performing an annual review of the executive director is a standard practice for nonprofit organizations, CAAs are required to do so under the CSBG Organizational Standards. While the Standards require that the board conduct a performance appraisal of the executive director within each calendar year, they leave the specific process and procedures for doing so up to the board.The CAPLAW publication, Dynamic Duo: A Guide to Enhancing the Board & Executive Director Partnership, offers further information and links to other resources that can help boards with conducting a performance appraisal of the executive director.



Executive Director Oversight
Succession Plan

• The organization has a written 
succession plan in place for the 
CEO/executive director, approved by 
the governing board, which contains 
procedures for covering an 
emergency/unplanned, short-term 
absence of 3 months or less, as well 
as outlines the process for filling a 
permanent vacancy.

CSBG Org. Standard 4.5
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Presenter
Presentation Notes
Succession planning is key to the sustainability of organizational leadership. The CSBG Organizational Standards specifically require nonprofit CAAs to have in place a written succession plan, approved by the board, for the executive director position. The plan must contain procedures for covering an emergency/unplanned departure and a short-term absence of three months or less, as well as the process for filling a permanent vacancy. The national Community Action Partnership has developed a number of executive transition resources that are available on its website. The one referenced on this slide, Part 2: Executive Succession Planning Guide, specifically discusses ways a tripartite board may develop a plan that is right for its organization. 



Organizational Policies Scenario
Ann, a program assistant who repeatedly spoke 
inappropriately to colleagues and clients, was terminated 
after her first year of working at CAA, Inc. Distraught by 
her termination, Ann sent a scathing email to the Executive 
Director and board member, Jackie, who is Ann’s sister-in-
law. Ann exclaimed in the email that the CAA wrongfully 
terminated her, that her complaints about being sexually 
harassed by her co-worker Don were never addressed, and 
that the Program Director used program funds to pay 
vendors to provide personal services.

What organizational policies are implicated in this 
scenario?  How?
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Presenter
Presentation Notes
Boards oversee the implementation of policies by the CAA and there are a number implicated by this scenario that would have helped to protect this CAA.  These polices include:Personnel policies which would establish the process to follow before an employee is terminated.  The policies would detail information about performance reviews, disciplinary measures and employee actions that may result in immediate terminations. The policies would also outline how staff handle employee complaints, especially ones of a serious nature like sexual harassment. The policies would establish the investigation and response required to effectively manage such claims.  A whistleblower policy would have instructed Ann on how to report her sexual harassment claims if they were not being properly addressed.  Also, the policy would have provided Ann with one way to report her concerns about the Program Director paying CAA vendors for personal services using program funds. A conflicts of interest policy is necessary to educate board members, like Jackie, about situations that may rise to the level of an apparent or real conflict of interest with the organization and how to manage that conflict.  Funding sources impose conflict of interest governance requirements on grantees and, if this CAA has a Head Start program, then either Jackie would not be able to serve as a board member, or Ann would have to resign. The Head Start Act specifically prohibits the immediate family of board members from working for a Head Start grantee, even if the relative is not working for the Head Start program. Prior Head Start guidance indicates that “sister-in-law” is considered an immediate family member for purposes of compliance with the Head Start conflict of interest requirements.Boards should remember that policies are most successful when those who are subject to them are trained on how to comply with them and understand what will result from noncompliance.  



Policies
Conflict of Interest

• Each board member has signed a conflict of interest
policy  within the past 2 years.

CSBG Org. Standard 5.6

Sample policies 
and archived 
webinar on 
CAPLAW’s 
website, 
www.caplaw.org
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Presenter
Presentation Notes
Generally, a conflict of interest exists whenever an individual who has authority to make or influence decisions affecting the CAA, such as a board member or the person who makes procurement decisions, has a personal incentive (often financial) to influence the CAA to take or not take a particular action.The prior scenario highlighted one reason board members are tasked with managing conflicts of interest  --  funding sources require them to do so.  In addition to the various Head Start conflict of interest requirements that apply to CAAs receiving Head Start funds, the CSBG Organizational Standards specifically require board members to sign a conflict of interest policy within the past two years. A robust conflict of interest policy can help protect the organization from losing its tax-exempt status (e.g., because assets or funding is used for the personal benefit of those who exercise influence over the organization) and from negative public perceptions that damage the CAA’s reputation in the community.It is important to remember that not all conflicts of interest are objectionable. The goal is to develop a clear process to define conflicts, establish mechanisms to disclose potential conflicts and outline a process and criteria to determine whether a transaction involving a conflict is acceptable and permissible.CAPLAW offers sample conflicts of interest policies for CAAs with and without Head Start programs, webinars discussing different conflicts of interest scenarios CAAs may face, and its resource, Tools for Top-Notch CAAs, which includes a section that specifically discusses how board members can deal with conflicts of interest. 

http://www.caplaw.org/


Policies
Whistleblower Policy

Sample policies and
archived webinar on
CAPLAW’s website. 
www.caplaw.org

• The organization has a
whistleblower policy that has
been approved by the
governing board.

CSBG Org. Standard 7.7
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Presentation Notes
A whistleblower policy is one that encourages an organization’s employees, volunteers and other stakeholders to notify designated individuals within the CAA when they have concerns and suspicions regarding fraud, illegal activity and other wrongdoing, and in turn, protects the whistleblower from retaliation.  The earlier scenario highlighted a situation where a whistleblower policy would have helped to protect the CAA. The CSBG Organizational Standards also makes clear that CAAs must have such a policy in place that has been approved by the board. CAPLAW offers on its website a sample whistleblower policy for CAAs, webinars discussing different whistleblower scenarios CAAs may face, and its resource, Tools for Top-Notch CAAs, which includes a section that specifically discusses adopting a whistleblower policy. 

http://www.caplaw.org/


Additional Policies
Adopt org. policies, ensure they are being followed, and 

review/update them periodically  

• The fiscal policies have been reviewed by staff within the past 2 
years, updated as necessary, with changes approved by the 
governing board.

CSBG Org. Standard 8.10

• The organization has written personnel policies that have been 
reviewed by an attorney and approved by the governing board 
within the past 5 years.

CSBG Org. Standard 7.1

• A written procurement policy is in place and has been reviewed 
by the governing board within the past 5 years.

CSBG Org. Standard 8.11
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Presentation Notes
The CSBG Organizational Standards also require the board to approve a number of other policies that support an organization’s operations. These policies include:Fiscal polices that must be updated within the past two years with changes approved by the board; Written personnel policies, which must be reviewed by an attorney and approved by the board within the past 5 years. Human resources is an area where CAAs face a fair amount of liability and where CAPLAW receives many questions.  Also, the law in this area is constantly evolving, making it even more critical that the policies be up-to-date; andA written procurement policy, which must be reviewed by the board within the past 5 years. While the Standards only require the board to review and approve the policies, such policies are ineffective if staff are not be trained on them and are not following them.  



Additional Filings

• All required filings and payments related to payroll 
withholdings are completed on time. 

CSBG Org. Standard 8.8

• The IRS Form 990 is completed annually and made 
available to the governing board for review. 

CSBG Org. Standard 8.6
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Boards should also be aware of other filings that the CAA is required to submit under the Uniform Guidance.  Board members could face personal liability if payroll taxes are not paid, and thus boards should ensure these are being paid on a timely basis.  Further, a CAA, as a tax-exempt organization, is required to report on its Form 990 that the board received a copy of the informational filing—this requirement is reflected in the CSBG Organizational Standards, which require that the CAA’s Form 990 be made available to the board for its review.



Oversee Financial Standing

1
• Review financial statements 

2
• Approve and monitor annual budget

3
• Set and reassess CEO compensation

4
• Select and monitor auditor
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Presentation Notes
One of the board’s primary functions is to oversee a CAA’s finances, to determine how to allocate its resources and to protect its funds and resources from misuse or mismanagement.  The board meets this responsibility  by:Regularly reviewing financial statements Approving and monitoring the annual budget. Setting and revisiting the executive director’s/CEO’s compensation andSelecting and monitoring the auditor.  We will discuss in greater detail the board’s role with regards to each of these tasks in the following slides. 



Financial Statement Scenario

CAA’s CFO, Ms. Moneypenny, decided that providing the 
board with a complete set of financial statements is a 
mistake. In Moneypenny’s view, the board should review a 
detailed schedule showing each program, the revenue 
associated with the program, and the related expenses. 
Moneypenny believes CAAs are unique because of their 
reliance on multiple revenue streams that must be used for 
specified purposes. In her view, entity-level financial 
statements make no sense because grant revenue from one 
program (e.g., CSBG) cannot be used to finance another 
program (e.g. Head Start).

Do you agree with Moneypenny’s approach? Why or why not?
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Presentation Notes
While Moneypenny is providing the board with useful information, she is ignoring the value of entity-level financial statements. External stakeholders often require financial information that reflects the entity as a whole. For example, if a CAA had a revolving line of credit to finance, the bank, in administering the loan, would look to the CAA as a whole. This means the board needs to also look at the entity as a whole to make sure that there is sufficient liquidity to satisfy the bank. In other words, the board should be looking at the CAA through the eyes of an external stakeholder. Moreover, not all assets are restricted to a particular program. CAAs may have unrestricted cash, receivables, and fixed assets (equipment and buildings). The board should be monitoring these on an ongoing basis. Finally, if the board wants to expand into new areas, it needs to understand the resources available for expansion. Although Moneypenny may have legitimate reasons for disagreeing with the whole-entity approach, she should keep one fact squarely in mind: providing the board with a complete set of financial statements does not preclude her from supplementing the financial statements with schedules that show operations on a program-by-program basis. In fact, providing these supplemental schedules is an encouraged practice and enable the board to assess the financial health of individual programs.Lesson: A board member who does not receive a complete set of financial statements, including the balance sheet, should demand them. Those who think board members won’t understand them or will be hopelessly confused are doing everyone a disservice, including themselves.



Financial Statements

 Board’s approach to financial statements (balance 
sheet, income statement, cash flow statement) 
includes:

– Preliminary review by finance committee

– Review by every board member

– Regular discussion

– Once-a-year discussions (e.g., annual budget, etc.)

– Question and answers
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Presentation Notes
Every regular board meeting should include a review of the CAA’s financial statements, be they the year-end audited statements or interim statements. Typically the interim statements are less formal than the audited ones, but if the CAA’s accounting system is a good one, these statements should be relatively accurate. CAPLAW recommends a five-step approach to the periodic review:Step 1: Preliminary Review by the Finance CommitteeThe CAA should have a finance committee. One of the committee’s tasks should be to review the financial statements in advance of the board meeting and report on the statements at the meeting. If the CAA does not have a finance committee, someone should be designated to review the statements in advance of the meeting and lead the discussion. This person could be a board member or the CAA’s CFO or treasurer, depending on the CAA’s resources and circumstances. Even if a non-board member leads the discussion, CAPLAW recommends that the staff member review the statements ahead of time with a board member, such as the treasurer, so that at least one board member will have a more detailed understanding of the statements.Step 2: Review by Every Board MemberEvery board member should receive a packet of financial information at least one week in advance of the scheduled board meeting. The packet should include a complete set of financial statements, and if possible, an analysis of the statements from the board’s finance committee or the CAA’s CFO or treasurer. Each board member—no matter how financially illiterate—should review the financial statements before the meeting.Step 3: Regular Discussion of the Financial StatementsThe meeting agenda should set aside sufficient time to permit a thorough discussion of the financial statements. The discussion should include a review of: Variances from budget—comparing what actually happened with the annual plan Liquidity—the CAA’s ability to meet its obligations as they become due Unrestricted net assets available for operations Program-by-program analysis of revenue and expenses Key financial metrics Stability of the CAA’s grants and other revenue sources Any other matters involving finances warranting discussionStep 4: Once-a-Year DiscussionsAt least once a year, the board should discuss the following matters in detail: auditor’s annual report and management letter; CAA’s annual organization-wide budget; CAA’s system of internal controls; CAA’s overall financial health, including its liquidity and unrestricted net assets; CAA’s long-term financial plans and needs. The board need not address all of these topics at the same meeting.Step 5: Questions and AnswersTime should be set aside during each discussion of the CAA’s finances for a robust Q & A session. Questions should be encouraged.
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Presentation Notes
If board members are struggling to read and understand the CAA’s financial statements, encourage them to review the section from CAPLAW’s Tools for Top-Notch CAAs, which walks through each of the financial statements and offers tips on what boards should be focusing on with regards to each of the statements.



• The governing board receives financial reports at each 
regular meeting that include the following:
• Org.-wide report on revenue and expenditures that 

compares budget to actual, categorized by program; and
• Balance sheet/statement of financial position.

CSBG Org. Standard 8.7
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CSBG Organizational Standards
Financial Statements

Presenter
Presentation Notes
As previously noted, the CSBG Organizational Standards require that boards receive financial statements at every meeting.



Annual Budget

 Monitor performance against budget during year

 Board members should develop a high-level 
understanding of:

– Overall budget goals and assumptions

– Cost centers

– Applicable grant requirements

 Work with finance committee and fiscal staff to 
develop annual budget
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The annual budget is one of the most useful tools the board will use to monitor the CAA’s performance throughout the year. To ensure that the budget is effectively used, the board should assist its members with developing a high-level understanding of the following:Budget Goals: Each board must determine its overall financial goals for the year covered by the annual operating budget. CAAs are encouraged to work toward long-term sustainability, which requires building both cash reserves and net assets (the nonprofit term for equity or net worth). To achieve these sustainability goals, the CAA must budget to have overall income exceed overall expenses in the annual budget. Unfortunately, many governmental funding agreements are structured on a “use it or lose it” cost reimbursement basis. Budgeting to generate income that is greater than expenses requires the CAA to develop additional strategies to overcome the limitations of cost reimbursement contracts.Assumptions: The annual operating budget represents the CAA’s best estimate or projection of income and expenses for the upcoming fiscal year. Sound budgeting requires systematic recording of the assumptions that are the basis of the projections. Clear documentation of assumptions will make it much easier to calculate the impact on the overall budget that will occur when assumptions change.Cost centers. CAAs frequently operate multiple programs and in many instances, each program is supported through the use of resources from multiple sources. The use of a cost center budget structure facilitates describing how various programs will be supported and how various funding sources will be used in accordance with the requirements of specific funders. Budgets for all cost centers must be integrated into the comprehensive annual budget document. For example, a CAA with a Head Start, weatherization, and energy assistance programs should develop budgets for each program. It should also develop cost centers for general administration and fundraising.Grant requirements. Board members should have a high-level understanding of the goals of the financial requirements that apply to federal grants so they understand the need for strong financial systems and processes and are able to effectively oversee the CAA’s financial compliance.
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This section from CAPLAW’s Tools for Top-Notch CAA’s will help tripartite boards understand how annual budgets are developed, the purpose they serve and the federal requirements that apply to the budgeting process.



CSBG Organizational Standards
Budget

• The governing board annually approves an organization-
wide budget.

CSBG Org. Standard 8.9
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Presentation Notes
The CSBG Organizational Standards require boards to approve an organization-wide budget on an annual basis.



CEO Compensation Scenario
Tonya has been the CEO of CAA, Inc. for the past 5 years 
and is concerned about her compensation. There is no 
formal or written compensation-setting process. The 
practice has been for the board chair to meet for coffee 
with the CEO once a year to discuss her performance 
and compensation for the following year. The chair then 
reports the meeting to the board and recommends a 
certain percentage increase. The board votes on the 
percentage increase, although the total compensation is 
not disclosed to the full board.

Do you think the way in which the board sets Tonya's 
compensation is appropriate? If yes or no, why?
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Presentation Notes
See  answer in notes on next slide.  



Executive Director Compensation
 Understand IRS requirements, in particular, 

intermediate sanctions

 Establish a presumption that compensation is 
reasonable:

– Use board committee

– Assure board independence

– Link pay to performance

– Rely on meaningful comparables

– Document the process

 Recognize funding source requirements
25
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Presentation Notes
Another important responsibility of a board is to set the compensation it pays to the executive director. Nonprofit CAAs, as tax-exempt organizations, must comply with Internal Revenue Services (IRS) rules when setting an executive director’s compensation. The rules require the board to ensure that the compensation is reasonable and not excessive. The IRS has also established a process for setting executive compensation that, when followed, create a presumption that the compensation is reasonable. If the CAA had followed the IRS’s process, it would have shifted the burden to the IRS to prove that that the compensation paid was excessive and not reasonable.  The IRS requirements around executive director compensation are in place to prevent a tax-exempt organization, like a nonprofit CAA, from giving an executive director what may be viewed as excessive compensation. The IRS rules impose taxes on transactions where an individual with substantial influence over an organization receives an excessive economic benefit from the organization. If the compensation is not reasonable, the IRS will invoke “intermediate sanctions”, requiring the individual who received excessive compensation to return the unreasonable portion to the organization and to pay a penalty tax to the IRS. In addition, board members who approved the compensation knowing that it was excessive may also owe penalty taxes. In an effort to establish the reasonableness of an executive director’s compensation, a boards should consider adopting the following approach:Use a Board Committee: A committee of the board (such as the executive committee or the personnel committee) usually undertakes the responsibility to ensure that the proper compensation analysis is conducted, such as researching comparables, to show that salary ranges and compensations are reasonable.Assure Board Independence: Any board members who have a conflict of interest with respect to the transaction should recuse themselves from discussions and voting on the matter.Link Pay to Performance: Compensation levels and any bonuses should be linked to performance. Establishing compensation goes hand in hand with evaluating performance and setting goals. While cost-of-living increases and incentive compensation under a written plan may be permissible, boards should avoid increasing compensation levels based on non-performance related factors such as seniority. CAPLAW recommends caution when considering awarding bonuses and incentive compensation because IRS rules that apply to written plans for executive compensation are complex, and many organizations have had costs associated with such compensation disallowed under federal grant rules for either not having a plan or failing to follow their plan.Rely on Meaningful Comparables: Use organizations for comparison that are similar to your CAA. To be considered comparable, an organization should conduct similar programs, be relatively equal in size, and have a similar workforce. Document the Process. In setting the executive director’s compensation, the board should rely on a clearly-defined deliberative process that is documented. The board must adequately document the basis for its determination concurrently with making that determination. When setting the executive director’s compensation, the board should be aware of funding source requirements that apply to the federal funds that may be used to pay the compensation. For example, typically the federal appropriations act which funds all of a CAA’s federal grants impose salary caps for an applicable year. 



CSBG Organizational Standard 
Executive Director Compensation
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• The governing board reviews 
and approves CEO/executive 
director compensation within 
each calendar year.

CSBG Org. Standard 7.5:

Presenter
Presentation Notes
The CSBG Organizational Standards require the board to review and approve the CEO/executive director’s salary on an annual basis. For more information about the board’s role in setting the compensation for the executive director and the applicable legal requirements, see CAPLAW’s Dynamic Duo: A Guide to Enhancing the Board & Executive Director Partnership. 



Audit Exercise

 The auditor prepares the CAA’s financial 
statements. True or False

 An audit primarily certifies the fairness of financial 
statements.  True or False

 An audit is mostly for management’s benefit. True 
or False

 A high-quality audit is a waste of money that 
could be better spent on mission.  True or False
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Presentation Notes
False. The financial statements are management’s responsibility. The auditors are prohibited by professional standards from preparing the financial statements. During the course of an audit, the auditors may demand that the financial statements be adjusted because an accounting principle was incorrectly applied or because errors have been uncovered, but by and large, this is (and should be) the extent of the auditor’s involvement in the preparation of the financial statements.True. Many think that an audit’s primary purpose is detecting fraud. However, the primary purpose of a financial statement audit is to certify the fairness of the financial statements. The professional standards applicable to financial statement audits require an auditor to consider the possibility of fraud to the extent it bears on the fairness of the financial statements, but detection of fraud is not the audit’s primary objective. Management is responsible for detecting and preventing fraud. Management discharges this responsibility by putting in place and continuously improving the CAA’s system of internal controls. Moreover, the audit cycle makes the detection of fraud less likely.  Depending on the CAA’s size, the auditors conduct an audit over a several week or month period following the close of the CAA’s fiscal year. Even if the auditor shared responsibility for detecting fraud, the fraudster has ten or eleven months following the close of an audit to embezzle, steal, or otherwise defraud a CAA. That is more than enough time to do inflict significant harm.False. Of course, management does benefit from an audit. The mere act of preparing for an audit requires the accounting staff to tie up loose ends and engage in a self-assessment. However, the board is the intended and primary beneficiary of an audit. The audit is an integral part of good internal control and oversight system. The board relies on the financial statements to allocate financial resources, evaluate management, and shape mission. The board looks to the auditor for assurance that it is prudent to rely on management’s financial statements.False. There are two fallacies embedded in this statement. Mission and administration are inextricably linked. Any effort to distinguish between money spent on mission and money spent on administration is artificial. No entity can deliver goods or services without an administrative infrastructure. Without solid administration, money that is spent on mission will go to waste. The challenge is to strike the right balance between direct and indirect expenditures on mission.An audit provides concrete benefits. The culminating step in the audit is the issuance of an audit opinion, also referred to as an audit report. Although that piece of paper may provide little or no insight into the audit or the CAA’s finances, a well-done audit nevertheless has great value to the CAA. As we will see, management and the board must be willing to work and communicate with the auditor to extract that value.



Board’s Role in Audit

 Board retains auditor and should work with a 
board audit committee to:

– Oversee board’s relationship and interaction with outside 
auditors

– Monitor CAA’s system of internal controls

– Indentify and monitor financial related risks

– Conduct in-depth review (w/auditor present) of Single 
Audit compliance and prepare report to the board
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An audit is a multi-step process whose goal is to assess whether the financial statements prepared by management present an accurate and fair portrayal of the agency’s financial condition, cash flows and operating results. Since the primary purpose of the audit is to provide the board with comfort that management has produced financial statements that present the CAA’s financial results and position accurately in all material respects, the board, not management, should retain the auditor. The audit committee should assess the auditor’s independence and communicate with the auditor. The auditor is required to communicate to the board: (i) the auditor’s responsibilities under Generally Accepted Accounting Standards (GAAS); (ii) an overview of the planned scope and timing of the audit; and (iii) significant findings from the audit. The auditing standards contemplate a formal communication process, specifying which communications are written or oral. Auditing standards require the auditor to communicate to the board significant control deficiencies and material weaknesses in the system of internal controls. The audit committee should have members capable of facilitating the committee’s role in the discussions. These members must understand the implications of the communications and be in a position to demand that management respond appropriately.The audit committee receives the results of the audit from the auditor and must address any issues raised by the audit. To address these issues, the committee should review the auditor’s written communication regarding control deficiencies, engage in a discussion with management about the deficiencies and the need to make changes in systems, and require periodic progress reports from management. Auditors are required to start their auditing procedures the next year by examining whether previous deficiencies were resolved and how the board handled the audit findingsThe audit committee will also work with the auditor to conduct the Single Audit review which is the review required by the federal government for organizations that expend a certain amount of federal dollars. The audit focuses on financial and program compliance.



CSBG Audit Requirements
Nonprofits

• All findings from the prior year’s annual audit have been 
assessed by the organization and addressed where the 
governing board has deemed it appropriate. 

CSBG Org. Standard 8.2:  Nonprofit

• The organization’s auditor presents the audit to the governing 
board. 

CSBG Org. Standard 8.3:  Nonprofit

• The governing board formally receives and accepts the audit. 

CSBG Org. Standard 8.4:  Nonprofit

• The organization has solicited bids for its audit within the past 5 
years.  

CSBG Org. Standard 8.5: Nonprofit
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The CSBG Organizational Standards require the board to be involved in the CAA’s audit by soliciting bids for its audit every five years, formally receiving and accepting the audit bid, receiving the audit from the auditor, and addressing all findings from the prior years audit when deemed appropriate.
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Presentation Notes
For board members who are not familiar with audits, CAPLAW’s Tools for Top-Notch CAAs explains the role of the board versus management in the audit process as well as the duties of an audit committee and the purpose of management letters received at the conclusion of an audit.



Culture of Compliance Scenario
CAA’s Finance Manager compares receipts with 
expense reports and handles reimbursement requests. 
The  Deputy Director and Program Manager submitted 
reimbursement requests for a training conference they 
both recently attended. The Program Manager kept 
her expenses very low by using the free hotel airport 
shuttle, eating all the meals included in the registration 
fee, and avoiding any unnecessary expenses. The 
Deputy Director used a taxi, ordered room service, 
consumed several mini-bar items, and sent clothes to 
the hotel laundry. 

What, if anything, should the Finance Manager do?
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The tone at the top is the message about ethics and integrity that organization leaders send through their words and behaviors. Visible commitment by the organization’s board and senior management is essential to cultivating a culture of compliance and high ethical standards. The tone at the top needs to be one that emphasizes accountability, knowledge of procedures, compliance, and honesty.Failure to reinforce these principles will be an open invitation to staff to cut corners for the sake of expediency, to avoid or never learn program requirements, and to be sloppy in their attention to details like reconciling accounts and documentation.  In this scenario, the finance manager may approach the deputy director’s supervisor, executive director, and express his/her concern with the deputy director’s reimbursement request. The CAA could also ensure that its expense reimbursement policy is clear and educate employ on compliance with it.  The executive director may, pursuant to its personnel policies, decide to discipline the Deputy Director for failure to follow organizational policies, if such is found to be the case.



Exemplary Legal Practices and Policies Guidebook, Part I: Do the Right Thing: 
How to Cultivate a Culture of Compliance and High Ethical Standards 
http://caplaw.org/resources/PublicationDocuments/DotheRightThing.html
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Developing a Culture of Compliance

Presenter
Presentation Notes
CAPLAW offers a resource, Exemplary Legal Practices and Policies Guidebook, Part I: Do the Right Thing: How to Cultivate a Culture of Compliance and High Ethical Standards that walks CAA leaders through ten steps to help them develop an approach to ensuring compliance and ethical behavior at the organization. The Guide includes specific examples of actions CAAs have taken to meet each of the steps listed above. The steps represent a continuous process that should be integrated into the CAA’s existing operations.

http://caplaw.org/resources/PublicationDocuments/DotheRightThing.html


Risk Management

https://communityactionpartners
hip.com/online_tools/risk-
management-portal/

• An organization-wide, 
comprehensive risk assessment 
has been completed within the 
past 2 years and reported to the 
governing board.

CSBG Org. Standard 4.6
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Community Action Partnership 
Risk Management Portal:

Presenter
Presentation Notes
The CSBG Organizational Standards requires that CAAs conduct a comprehensive risk assessment every 2 years. This risk assessment assists boards in developing a culture of compliance by requiring a comprehensive review of the organization’s systems and processes. The results of the assessment must be reported to the board.  While receiving the report is all that is technically required by the Standards, boards may be involved in helping the CAA identify a tool for the assessment.  The National Community Action Partnership, in collaboration with the Nonprofit Risk Management Center, developed a risk management tool specifically for CAAs, the link to which is featured on the slide.  The assessment results should provide the board with feedback as to the effectiveness of the organization’s procedures and policies and where work needs to be done to improve the CAA’s accountability. A board should follow up on any findings from the risk assessment to ensure that the executive director and his/her staff are addressing identified weaknesses in the CAA’s operations. 

https://communityactionpartnership.com/online_tools/risk-management-portal/
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