


BOARD OF DIRECTORS INSTITUTE ς ¢h5!¸Ω{ !D9b5!
Tuesday, Sept. 16, 2025

4:30 Check In, Namegtags, Resource Tables, Networking, Meet & Greet Foyer Lobby Refreshments: Iced tea, lemonade, cookies, chips

5:25 Convene Conference Room Select boxed supper from New Street Catering
5:30 Welcome.  Community Foundation Overview

Board Talk: Discuss at your table, then share with full group
What are the biggest issues you face as Board members? 
When you look at your Board of the future, what do you most desire?

Conference Room

Zeb Davenport Ed.D., Community Foundation Chair
Karen Simmons, Community Foundation CEO

6:00 HIGH-IMPACT BOARDS
 Basic Responsibilities

Governance as Leadership: 
Reframing the Work of Nonprofit Boards: Governance Modes

Thought Leader  

Robbe Healey MBA, NHA, ACFRE, FAFP
Aurora Philanthropic Consulting

Table Discussion Facilitators

Kim Andrews  -  Jason Arbacheski CAP  -  Lou Beccaria Ph.D.  
Cheryl Brubaker  -   Connie Carter CFRE  -  Erik Gudmundson
Nick Hoffman CPA  -  Ajené Livingston  -  Donna Melton      
Stephanie Miller  -   Timmy Nelson  -  Heather Reiffer  
Cindy Ray CPA   -   Chris Saello  -  Viviann Schorle  
Chaya Scott  -  Angela Scully  -  Louise Schorn Smith CPA   
Sonia Stamm

8:15 Board Institute Concludes.  Drive Safely!

ωBoard as Control MechanismFiduciary 
ωBoard as Direction-SeekerStrategic 
ω Board as Meaning-MakerGenerative 

1.  Determine mission and purpose
2.  Select the chief executive
3.  Support and evaluate the chief executive
4.  Ensure effective planning
5.  Monitor and strengthen programs and services
6.  Ensure adequate financial resources
7.  Protect assets and provide financial oversight
8.  Build a competent board
9.  Ensure legal and ethical integrity
10. 9ƴƘŀƴŎŜ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǇǳōƭƛŎ ǎǘŀƴŘƛƴƎ



MISSION

connect people who care with causes that matter, 
so their philanthropy makes a difference 

Now & Forever 

Ç One of over 900 community foundations across the nation
    share best practices to grow legacy philanthropy nationwide

Ç Founded in 1994 by 4 ChesCo philanthropic dynast families
ά¸ƻǳ ŘƻƴΩǘ ƘŀǾŜ ǘƻ ōŜ ŀ wƻŎƪŜŦŜƭƭŜǊ ǘƻ ōŜ ŀ ƭŜƎŀŎȅ ǇƘƛƭŀƴǘƘǊƻǇƛǎǘέ

Ç 15 Board Members + 9 FTE Staff + 50 Committee Volunteers

Ç 436 entrusted funds
350+ individual & family Donor Advised & Scholarship Funds
  75+ nonprofit endowment funds

 
Ç @ $136+ million in entrusted assets

 

Ç @ $6.6 million granted annually
throughout U.S., with focus on Chester County

Ç  Endowed fund legacy focus 
 51% Donor Advised Funds
 26% Fund for Chester County/CCCF Entrusted 
 13% Nonprofit-Designated Endowments 
 6% Scholarship Funds 
  4% Field of Interest Funds
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SMART GRANTMAKING
FAMILY & INDIVIDUAL MEETINGS

GRANT PANELS

MINI-GRANTS

CAPACITY BUILDING GRANTS

HERITAGE & CIVIC 
ENGAGEMENT BUILDS 

COMMUNITY
LET FREEDOM RING

LIBERTY & JUSTICE FOR ALL, FOREVER

FAMILY & INDIVIDUAL 
PHILANTHROPY SERVICES

CULTIVATE & STEWARD

CCCF PROGRAMSUMMARY

435 CHARITABLE FUNDS

$131+M ENTRUSTED 
CHARITABLE ASSETS

$7M ANNUAL GRANTS

PLANNED GIFTS:
LONG TERM LEGACY FOCUS

NONPROFIT CAPACITY BUILDING
Priority: Planned Giving Services

Secondary: Board of Trustees Support
Annual Board Institute
Board Training Zooms

Board Roundtable Zooms
GetOnBoard: Maintain at basic level while 

seeking funding partners 

Nonprofit Peer Learning Zooms 
NP Trainings: promo partners w/Chambers of 

Commerce & funders

 

CCCF Entrusted 
25%
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COMMUNITY 
ISSUES 

TOWN HALLS

COMMUNITY CONVERSATIONS

NONPROFIT/FUNDER PRIORITY ISSUES

NEEDS ASSESSMENTS

Planned Giving w/NP Endowed Funds WHY A 
NONPROFIT 

ENDOWMENT?

Ongoing, 
dependable annual 

payout

Key to sustainability

Demonstrate 
donor/community 

belief in overall 
mission, impact & 

stewardship

Planned giving 
always happens.  

Large nonprofits 
historically benefit. 

Mid-sized nonprofits 

should, too.



ωGift processing, posting

ωGift deposits

ωGrant & program disbursements

ωInvestment manager fee posting

ωFund reconciliation / rectification 
transfers

ωPledge reminders

ωFund accounting report generation

ACCOUNTING
 

ωInvestment policy formulation

ωInvestment manager: select, monitor, 
watchlist, transition as merited

ωAsset & sub-asset allocation

ωLong-term & short-term policy ranges

ωPooled invested assets w/separate 
accounting

ωInvestment return postings

ωTracking, benchmarking, best practices

INVESTMENT

ωContribution receipts for IRS compliance

ωAnnual audit

ωAnnual  IRS990  filing

ωAnnual PA BCO filing

COMPLIANCE

CCCF HELPS YOUR NONPROFIT MANAGE ITS ENDOWMENT FUND



#7 PLANNED GIFT ADMINISTRATION
ÅBequest language
ÅIRA acquisition and fund administration
ÅCharitable Remainder Trusts or Charitable Lead Trusts 

acquisition and fund administration
ÅLife insurance gift processing
ÅReal estate gift processing

#6 HELP IMPLEMENT PLANNED GIVING OUTREACH (LOW 

KEY, LONG TERM)

¶Planned Giving case statement & materials review & feedback
¶Prospect research rating
¶Professional advisor outreach
¶Speakers: planned giving/leave a legacy motivation, values, 

options, opportunities
¶Cultivation planning
¶1:1 meeting practice
¶Meeting follow up
¶Planned gift stewardship  

#1 ASSESS. CREATE WHEN READY
¶Assess organizational readiness for planned giving & endowment building
¶Planned giving framework:  endowment building & planned giving goals, 

process, prospect research, long term timelines
¶Create CCCF Endowed Fund when ready

#2 PUBLICITY
ÅNonprofit Endowment at CCCF
ÅCCCF annual report listing
ÅCCCF web site listing, with dedicated 

Endowment Fund page & donation link
ÅBrochure: initial draft w/planned giving, 

major giving, legacy society & endowed 
fund terminology. Suggested graphics.

#3 TRAINING
ÅAttracting Endowed & Planned Gifts: capacity building 

workshops
ÅPlanned Gift Peer Learning Circles for nonprofit staff & board 
ƳŜƳōŜǊǎ Χ ǉǳŀǊǘŜǊƭȅ
ÅPro Legacy Advisor Network forums
ÅBoard of Trustees Institute:  meet, greet, network & 
ƭŜŀǊƴΧŀƴƴǳŀƭƭȅ ŜŀŎƘ ŀǳǘǳƳƴ
ÅhƴƭƛƴŜ ǊŜǎƻǳǊŎŜǎΧΩōŜǎǘ ƻŦΩ ƭƛƴƪǎ Ϫ www.chescocf.org Resources
ÅRegional ForumsΧtƭŀƴƴŜŘ DƛǾƛƴƎ 5ŀȅΣ tŀǊǘƴŜǊǎƘƛǇ ŦƻǊ tƭŀƴƴŜŘ 

Giving, AFP @ www.chescocf.org Resources

#4 COACHING/CONSULTING
¶1:1 coaching by Community Foundation staff
¶Chester County Consultants Collaborative & other 

consultantsΧwww.chescocf.org Resources 

#5 CAPACITY BUILDING GRANTS
¶CCCF Fund for Chester County grants to strengthen nonprofit capacity 

(planning, fundraising, management, governance, etc.)

ASSESS.
CREATE 
WHEN 
READY

PUBLICITY

TRAINING

COACH/
CONSULT

CAPACITY 
BUILDING 
GRANTS

HELP 
IMPLEMENT

GIFT

ADMIN

Endowment-Building
Suite of Services

CCCF HELPS YOUR NONPROFIT GROW ITS ENDOWMENT FUND

http://www.chescocf.org/
http://www.chescocf.org/
http://www.chescocf.org/


BOARD MEMBERS ς ZOOM IN AT NOON 
FREE BOARD ROUNDTABLES & TRAININGS EVERY MONTH

https://chescocf.org/getonboard-monthly-trainings/

BOARD TRAINING WORKSHOPS

MONDAYS 
at NOON

Topic
w/Trainer

10.27.25 
Ensure Legal & Ethical Boards
w/ Emily Temple Abels Esq.

11.24.25
Build a Competent Board 
w/ Robbe Healey MBA, NHA, ACFRE, FAFP

01.26.26
Determine Mission, Vision & Purpose 
w/ Sonia Stamm

02.23.26
Ensure Adequate Resources 
w/ Jason Arbacheski CAP

03.23.26
Protect Assets, Manage Resources Wisely & Ensure Fiscal 
Oversight 
w/ Louise Schorn Smith CPA

04.27.26
Hire, Support, Monitor & Evaluate the Chief Executive 
w/ Connie Carter CFRE

MONDAYS 
at NOON

BOARD ROUNDTABLE
CŀŎƛƭƛǘŀǘŜŘ ōȅΧ

10.20.25 Chaya Scott

11.10.25 Connie Carter CFRE

01.12.26 Robbe A. Healey MBA, NHA, ACFRE, FAFP

02.09.26 Chaya Scott

03.09.26 Connie Carter CFRE

04.13.26 Robbe A. Healey MBA, NHA, ACFRE, FAFP

05.11.26 Chaya Scott

BOARD ROUNDTABLES





[ŜŀŘŜǊǎƘƛǇ /ƘŜǎǘŜǊ /ƻǳƴǘȅ ƛǎ ȅƻǳǊ ƭŀǳƴŎƘǇŀŘ ǘƻ ōŜŎƻƳƛƴƎ ǘƘŜ ƪƛƴŘ ƻŦ ƭŜŀŘŜǊ ǿƘƻ ŎǊŜŀǘŜǎ ƭŀǎǘƛƴƎ ƛƳǇŀŎǘΥ
 π Dŀƛƴ ƛƴǎƛŘŜǊ ƪƴƻǿƭŜŘƎŜ ƻŦ ǘƘŜ ƴƻƴǇǊƻŦƛǘ ǎŜŎǘƻǊ
 π 9ȄǇƭƻǊŜ ǘƻŘŀȅΩǎ Ƴƻǎǘ ǇǊŜǎǎƛƴƎ ƭƻŎŀƭ ŎƘŀƭƭŜƴƎŜǎ
 π .ǳƛƭŘ ǇƻǿŜǊŦǳƭ ŎƻƴƴŜŎǘƛƻƴǎ ǿƛǘƘ ŦŜƭƭƻǿ ŎƘŀƴƎŜƳŀƪŜǊǎ
 π tǳǘ ȅƻǳǊ ǎƪƛƭƭǎ ƛƴǘƻ ŀŎǘƛƻƴ ǘƘǊƻǳƎƘ ŀ ǊŜŀƭπǿƻǊƭŘ ƴƻƴǇǊƻŦƛǘ ǇǊƻƧŜŎǘ
 π ²ŀƭƪ ŀǿŀȅ ǿƛǘƘ ǘƘŜ ǘƻƻƭǎ ŀƴŘ ƴŜǘǿƻǊƪ ǘƻ ƭŜŀŘ ŎƻƴŦƛŘŜƴǘƭȅ
    tǊƻƎǊŀƳ Ǌǳƴǎ hŎǘƻōŜǊςaŀȅ    !ǇǇƭȅ ōȅ {ŜǇǘŜƳōŜǊ мнΣ нлнр     hǳǊ ŎƻƳƳǳƴƛǘȅ ƴŜŜŘǎ ƭŜŀŘŜǊǎ ƭƛƪŜ ȅƻǳΗ

https://www.linkedin.com/company/leadership-chester-county/


Kara Wentworth PhD    Roshawnda Washington-Owens
Executive Director         Director of Corporate and 
                                         Foundation Partnerships

The Nonprofit Center-LaSalle University
1900 W. Olney Ave., Phila PA 19141
215.951.1701
nonprofit@lasalle.edu
www.lasallenonprofitcenter.org
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ü Why do you serve as a Board member?  
It takes time & energy. Plus, you take on a 
fiduciary responsibility. Why do you do it?  

ü What are the biggest issues you face as 
Board members?

ü When you look at your Board 
ƻŦ ǘƘŜ ŦǳǘǳǊŜ Χ ǿƘŀǘ Řƻ ȅƻǳ Ƴƻǎǘ ŘŜǎƛǊŜΚ

BOARD TALK



Robbe A. Healey, MBA, NHA, ACFRE, FAFP

Aurora Philanthropic Consulting

https://www.auroraphilanthropic.com/

610.996.4650

HIGH IMPACT BOARDS 



Current Trends

Legal Responsibilities of Nonprofit Board Members

.ƻŀǊŘ{ƻǳǊŎŜΥ  мл wŜǎǇƻƴǎƛōƛƭƛǘƛŜǎ ƻŦ bƻƴǇǊƻŦƛǘ .ƻŀǊŘǎ

Governance As Leadership:  Chait, Ryan and Taylor

Knitting the Models Together

Donor Engagement Tactics:  All Hands On Deck!

TOPICS FOR TODAY



1. Personal Commitment to the Cause.

2. Desire to Make a Meaningful Impact.

3. Professional or Leadership Development.

4. Community Involvement and Civic Engagement.

5. Networking and Relationship Building.

6. Personal Fulfillment and Purpose.

7. Influence and Advocacy.

8. Χ hǘƘŜǊΚ

SO, WHY DO YOU SERVE ON A NONPROFIT BOARD?



TOP FIVE CURRENT TRENDS IMPACTING BOARD GOVERNANCE

мΦLƴŎǊŜŀǎŜŘ CƻŎǳǎ ƻƴ 5ƛǾŜǊǎƛǘȅΣ 9ǉǳƛǘȅΣ LƴŎƭǳǎƛƻƴΣ ŀƴŘ .ŜƭƻƴƎƛƴƎ ό59L.ύ
Å.ƻŀǊŘǎ ŀǊŜ ōŜƛƴƎ ŎƘŀƭƭŜƴƎŜŘ ǘƻ ǊŜŦƭŜŎǘ ǘƘŜ ŎƻƳƳǳƴƛǘƛŜǎ ǘƘŜȅ ǎŜǊǾŜΣ ƴƻǘ 
Ƨǳǎǘ ƛƴ Ƴƛǎǎƛƻƴ ōǳǘ ƛƴ ŘŜƳƻƎǊŀǇƘƛŎǎΣ ƭƛǾŜŘ ŜȄǇŜǊƛŜƴŎŜΣ ŀƴŘ ŎǳƭǘǳǊŀƭ 
ŎƻƳǇŜǘŜƴŎŜΦ

нΦ{ǘǊŀǘŜƎƛŎ ¦ǎŜ ƻŦ 5ŀǘŀ ŦƻǊ DƻǾŜǊƴŀƴŎŜ ŀƴŘ hǾŜǊǎƛƎƘǘ
Å.ƻŀǊŘǎ ŀǊŜ ŜȄǇŜŎǘŜŘ ǘƻ ǳǎŜ Řŀǘŀτƴƻǘ Ƨǳǎǘ ŦƛƴŀƴŎƛŀƭǎτŦƻǊ ŘŜŎƛǎƛƻƴπ
ƳŀƪƛƴƎΣ ǎǘǊŀǘŜƎȅΣ ŀƴŘ ǇŜǊŦƻǊƳŀƴŎŜ ƳŜŀǎǳǊŜƳŜƴǘΦ

оΦDǊƻǿƛƴƎ 5ŜƳŀƴŘ ŦƻǊ DŜƴŜǊŀǘƛǾŜ DƻǾŜǊƴŀƴŎŜ
Å.ƻŀǊŘǎ ŀǊŜ ƳƻǾƛƴƎ ōŜȅƻƴŘ ŦƛŘǳŎƛŀǊȅ
ŀƴŘ ǎǘǊŀǘŜƎƛŎ ǿƻǊƪ ƛƴǘƻ ƎŜƴŜǊŀǘƛǾŜ ǘƘƛƴƪƛƴƎΦ



4. Blurring Boundaries Between Board and 
Management
Å Especially in small or growing nonprofits, the roles 

of board and staff increasingly overlapτ
sometimes inappropriately.

5. Heightened Expectations for Transparency and 
Ethical Governance
Å Public and donor trust is fragile; boards are under 

pressure to demonstrate accountability and 
ethical leadership.

TOP FIVE CURRENT TRENDS IMPACTING BOARD GOVERNANCE



TOP FIVE CURRENT TRENDS IMPACTING BOARD RECRUITMENT

1. Strategic, Skills-Based Recruitment
Å Boards are moving away from "who do we know?" 

toward identifying gaps and recruiting intentionally.

2. Focus on Lived Experience and Community Representation
Å Boards are prioritizing lived experienceτespecially from communities 

servedτto ensure decisions reflect real needs.

3. Broader and More Transparent Outreach
Å Recruitment is becoming more open, transparent, and competitive, 

rather than relying on personal networks.



TOP FIVE CURRENT TRENDS IMPACTING BOARD RECRUITMENT

4. Emphasis on Onboarding and Engagement from Day One
Å Boards recognize that successful recruitment doesn't end at 

appointmentτit depends on effective onboarding.

5. Recruitment Aligned with Fundraising and Advocacy Needs
Å Especially post-pandemic, boards are recruiting with an eye on 

resource development and influence.



THE BASELINE: RESPONSIBILITIES OF NONPROFIT BOARDS

Board members should make 
informed judgments: secure 

facts, get clarity on issues, seek 
advice when decisions are 

complex or in new territory.  
Proactively participate and 

communicate. 

All activities should be done in 
the best interest of the 

nonprofit, not in the best 
interest of individual board 

members. Cast aside personal 
interests. Respect 

confidentiality.

The board should follow 
organizational rules as defined 
ƛƴ ǘƘŜ ƴƻƴǇǊƻŦƛǘΩǎ ƎƻǾŜǊƴŀƴŎŜ 
documents; be faithful to the 
vision and mission; comply 
with all laws & regulations.





мΦ5ŜǘŜǊƳƛƴŜ Ƴƛǎǎƛƻƴ ŀƴŘ ǇǳǊǇƻǎŜΦ
ÅLǘ ƛǎ ǘƘŜ ōƻŀǊŘΩǎ ǊŜǎǇƻƴǎƛōƛƭƛǘȅ ǘƻ ŎǊŜŀǘŜ ŀƴŘ ǊŜǾƛŜǿ ŀǎǘŀǘŜƳŜƴǘ ƻŦ 
ƳƛǎǎƛƻƴŀƴŘ ǇǳǊǇƻǎŜ ǘƘŀǘ ŀǊǘƛŎǳƭŀǘŜǎ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƎƻŀƭǎΣ ƳŜŀƴǎΣ 
ŀƴŘ ǇǊƛƳŀǊȅ ŎƻƴǎǘƛǘǳŜƴǘǎ ǎŜǊǾŜŘΦ

нΦ{ŜƭŜŎǘ ǘƘŜ ŎƘƛŜŦ ŜȄŜŎǳǘƛǾŜΦ
Å.ƻŀǊŘǎ Ƴǳǎǘ ǊŜŀŎƘ ŎƻƴǎŜƴǎǳǎ ƻƴ ǘƘŜŎƘƛŜŦ ŜȄŜŎǳǘƛǾŜΩǎ 
ǊŜǎǇƻƴǎƛōƛƭƛǘƛŜǎŀƴŘ ǳƴŘŜǊǘŀƪŜ ŀ ŎŀǊŜŦǳƭ ǎŜŀǊŎƘ ǘƻ ŦƛƴŘ ǘƘŜ Ƴƻǎǘ 
ǉǳŀƭƛŦƛŜŘ ƛƴŘƛǾƛŘǳŀƭ ŦƻǊ ǘƘŜ ǇƻǎƛǘƛƻƴΦ

TEN BASIC RESPONSIBILITIES OF NONPROFIT BOARDS



3. Support and evaluate the chief executive.
ÅThe board should ensure that the chief executive has the moral and 
professional support they need to further the goals of the organization.

4. Ensure effective planning.
ÅBoards must actively participate in an overall planning process and 
ŀǎǎƛǎǘ ƛƴ ƛƳǇƭŜƳŜƴǘƛƴƎ ŀƴŘ ƳƻƴƛǘƻǊƛƴƎ ǘƘŜ ǇƭŀƴΩǎ ƎƻŀƭǎΦ

TEN BASIC RESPONSIBILITIES OF NONPROFIT BOARDS



5. Monitor and strengthen programs and services.

Å ¢ƘŜ ōƻŀǊŘΩǎ ǊŜǎǇƻƴǎƛōƛƭƛǘȅ ƛǎ ǘƻ ŘŜǘŜǊƳƛƴŜ 

which programs are consistent with the 

ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ Ƴƛǎǎƛƻƴ ŀƴŘ ƳƻƴƛǘƻǊ ǘƘŜƛǊ 

effectiveness.

6. Ensure adequate financial resources.

Å hƴŜ ƻŦ ǘƘŜ ōƻŀǊŘΩǎ ŦƻǊŜƳƻǎǘ ǊŜǎǇƻƴǎƛōƛƭƛǘƛŜǎ ƛǎ 

to secure adequate resourcesfor the 

organization to fulfill its mission.

TEN BASIC RESPONSIBILITIES OF NONPROFIT BOARDS



7.  Protect assets and provide proper financial oversight.

Å The board must assist in developing theannual 

budgetand ensuring that proper financial controls 

are in place.

8. Build a competent board.
Å Boards have a responsibility to articulate 

prerequisites for candidates,orient new members, 
and periodically and comprehensivelyevaluate 
their own performance.

TEN BASIC RESPONSIBILITIES OF NONPROFIT BOARDS



фΦ9ƴǎǳǊŜ ƭŜƎŀƭ ŀƴŘ ŜǘƘƛŎŀƭ ƛƴǘŜƎǊƛǘȅΦ
Å ¢ƘŜ ōƻŀǊŘ ƛǎ ǳƭǘƛƳŀǘŜƭȅ ǊŜǎǇƻƴǎƛōƭŜ ŦƻǊ ŀŘƘŜǊŜƴŎŜ ǘƻƭŜƎŀƭ ǎǘŀƴŘŀǊŘǎ 
ŀƴŘ ŜǘƘƛŎŀƭ ƴƻǊƳǎΦ

млΦ9ƴƘŀƴŎŜ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǇǳōƭƛŎ ǎǘŀƴŘƛƴƎΦ
Å ¢ƘŜ ōƻŀǊŘ ǎƘƻǳƭŘ ŎƭŜŀǊƭȅ ŀǊǘƛŎǳƭŀǘŜ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƳƛǎǎƛƻƴΣ 
ŀŎŎƻƳǇƭƛǎƘƳŜƴǘǎΣ ŀƴŘ Ǝƻŀƭǎ ǘƻ ǘƘŜ ǇǳōƭƛŎ ŀƴŘ ƎŀǊƴŜǊ ǎǳǇǇƻǊǘ ŦǊƻƳ 
ǘƘŜ ŎƻƳƳǳƴƛǘȅ ǘƘǊƻǳƎƘŀŘǾƻŎŀŎȅΦ

TEN BASIC RESPONSIBILITIES OF NONPROFIT BOARDS



ά¢ƘŜ ǿƻǊƪ ƛǎ ƴƻǘ ŀ ƴŜǿ ƳƻŘŜƭΣ 
but rather a framework to make 
better use of the tools and 
ǘŜŎƘƴƛǉǳŜǎ ŀƭǊŜŀŘȅ ŀǾŀƛƭŀōƭŜΦέ 

Richard P. Chait, Ph.D.
Professor
Harvard University 
Graduate School of Education

THERE ARE THREE GOVERNANCE MODES 



ωBoard as Control MechanismFIDUCIARY 

ωBoard as Direction-Seeker{¢w!¢9DL/ 

ωBoard as Meaning-MakerGENERATIVE 
27

THE GOVERNANCE MODES



FIDUCIARY (TYPE I GOVERNANCE)

FIDUCIARY

Å Fiduciary does NOT equal financial

Å Duty of care; 

Duty of loyalty; 

Duty of obedience to charitable purpose.

Å Fiduciary Boards fulfill the traditional 

responsibility of the stewardship of 

tangible assets, oversight, monitoring and 

compliance. 



TYPE I BOARDS

Å!ƭƭ ōƻŀǊŘǎ Ƴǳǎǘ Řƻ ¢ȅǇŜ L ǿƻǊƪπƛƴ ǘƘŜ ŎƻǊǊŜŎǘ ŎƻƴǘŜȄǘ ŀƴŘ ǇǊƻǇƻǊǘƛƻƴΦ 

Å¢ƘŜǎŜ ōƻŀǊŘǎ ǘǊŀŘƛǘƛƻƴŀƭƭȅ ƘŀǾŜ ǎǘǊǳŎǘǳǊŜǎ όŎƻƳƳƛǘǘŜŜǎύ ǘƘŀǘ ƳƛǊǊƻǊ ǎǘŀŦŦ 
όƻǇŜǊŀǘƛƴƎ ǳƴƛǘǎύΦ

ÅCƻŎǳǎ ǘŜƴŘǎ ǘƻ ōŜ ƻƴ ǘƘŜ ǘŜŎƘƴƛŎŀƭ ǊŀǘƘŜǊ ǘƘŀƴ ƘǳƳŀƴ ǎƛŘŜ ƻŦ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΦ 

Å.ƻŀǊŘ ƛǎ ŘǊƛǾŜƴ ōȅ ǎǘŀƴŘŀǊŘƛȊŜŘ ǇǊƻŎŜǎǎŜǎΣ ŀǇǇŜŀǊǎ ǘƻ ōŜ ŜŦŦŜŎǘƛǾŜΣ Ƙŀǎ ƳŜŜǘƛƴƎǎ 
ǘƘŀǘ ŀǊŜ ŀ ǎŜǊƛŜǎ ƻŦ ǊŜǇƻǊǘǎ ƻŦ ǎǘŀŦŦ ŦǳƴŎǘƛƻƴǎ ǊŜǇƻǊǘŜŘ ōȅ ōƻŀǊŘ ƳŜƳōŜǊǎΦ

o aŜƳōŜǊǎ άǊŜŀŎǘ ǘƻ ŀƴŘ ǊŀǘƛŦȅέ ǘƘŜ ǿƻǊƪ ƻŦ ŎƻƳƳƛǘǘŜŜǎΦ 
¢ƻƻ ƳǳŎƘ ǊƻǘŜ άǊŜŀŎǘ ŀƴŘ ǊŀǘƛŦȅέ ǿƻǊƪ 
Ƴŀȅ ŀŎǘǳŀƭƭȅ ƛƴǘŜǊŦŜǊŜ ǿƛǘƘ ƎƻƻŘ ǎǘŜǿŀǊŘǎƘƛǇΦ

o 9ȄΥ LŦ ǘǊǳǎǘŜŜǎ ŀǊŜ ŦƻŎǳǎŜŘ ƻƴ ǇŀǎǎƛƴƎ ŀ ōŀƭŀƴŎŜŘ ōǳŘƎŜǘΣ ƘŀǾŜ 
ǘƘŜȅ ŀŎǘǳŀƭƭȅ ǘƘƻǳƎƘǘ ŀōƻǳǘ ǘƘŜ ǊƛƎƘǘ ōǳŘƎŜǘ ǘƻ ƳŜŜǘ ǘƘŜ ƳƛǎǎƛƻƴΚ 

ÅhŦǘŜƴΣ ŀ ¢ȅǇŜ L ōƻŀǊŘ ƛǎ ŀƴ ǳƴŘŜǊπǇŜǊŦƻǊƳƛƴƎ ŀǎǎŜǘΦ



STRATEGIC (TYPE II GOVERNANCE)

STRATEGIC

ÅThis is where many boards today 
think they are headed

ÅA partnership between board and staff 
that embraces internal and external 
environmental scanning in the 
fulfillment of mission.



TYPE II BOARDS

ÅType II boards are organized around strategic issues 
rather than administrative priorities. 

ÅThey still tend to rely on information and analysis 
and expect their board behavior to be rational 
interpretations of data ς simply a different set of data. 

ÅThere is a clear difference between strategic planning and strategic thinking.   
¢ƘŜ ¢ȅǇŜ LL ōƻŀǊŘ ƛǎ ŦƻŎǳǎŜŘ ƻƴ ǇƭŀƴƴƛƴƎΧƴƻǘ ǘƘƛƴƪƛƴƎΦ

ÅToday, boards that integrate Type I and Type II work are thought to be 
άǎǘŀǘŜ ƻŦ ǘƘŜ ŀǊǘΦέ 

ÅBy developing strategies, which take both internal and external variables into 
consideration, boards believe they are addressing identified problems effectively.



GENERATIVE (TYPE III GOVERNANCE)

GENERATIVE

ÅThe style of leadership that
ÅDiscerns.
ÅFrames.
ÅConfronts challenges.

ÅRooted in values, traditions & beliefs.

ÅEngaged in
ÅSense making.
ÅMeaning making.
ÅProblem solving.



TYPE III GOVERNANCE

Å²ƘŜƴ ¢ȅǇŜ L ŀƴŘ ¢ȅǇŜ LL ōƻŀǊŘǎ 
ƛƎƴƻǊŜ ƎŜƴŜǊŀǘƛǾŜ ǘƘƛƴƪƛƴƎ ǘƘŜȅ Ǌǳƴ ǘƘŜ Ǌƛǎƪ ƻŦ

Å!ŘŘǊŜǎǎƛƴƎ ǘƘŜ ǿǊƻƴƎ ǎŜǘ ƻŦ ŀǎǎǳƳǇǘƛƻƴǎΣ

Å!ŘŘǊŜǎǎƛƴƎ ǘƘŜ ǿǊƻƴƎ ǇǊƻōƭŜƳΣ

Å9ȄŜŎǳǘƛƴƎ ǘƘŜ ǿǊƻƴƎ ǎǘǊŀǘŜƎȅΦ 

Å!ŘŘƛƴƎ ¢ȅǇŜ LLL ǿƻǊƪ ƛǎ ƳƻǊŜ ƭƛƪŜƭȅ ǘƻ ǊŜǎǳƭǘ ƛƴ ǘƘŜ ōƻŀǊŘ ƛƴƛǘƛŀƭƭȅ 
ƛŘŜƴǘƛŦȅƛƴƎ ǘƘŜ ŎƻǊǊŜŎǘ ŀǎǎǳƳǇǘƛƻƴǎ ǘƘŜǊŜōȅ ŦƻŎǳǎƛƴƎ ŜŦŦƻǊǘ ƻƴ ŜŦŦŜŎǘƛǾŜƭȅ 
ŀŘŘǊŜǎǎƛƴƎ ǘƘŜ ŎƻǊǊŜŎǘ ǇǊƻōƭŜƳ ŀƴŘ ŀǎ ŀ ǊŜǎǳƭǘ ŜȄŜŎǳǘƛƴƎ ǘƘŜ ŎƻǊǊŜŎǘ 
ǎǘǊŀǘŜƎȅΦ



TYPE III GOVERNANCE

Opportunity peaks 
when an organization faces a problematic or ambiguous situation

...because nothing has been ruled out (or in), 
the opportunity to make generative sense of the situation 

will never be greater.



Empowers the board

Engages the collective minds

Exploits board talent

9ƴǊƛŎƘŜǎ ōƻŀǊŘ ǿƻǊƪ

Enhances board and organizational 
performance

WHY ADAPT?





DUTY #1 ς DETERMINE (AND REVISIT!) MISSION AND PURPOSE 

Mission

VisionValues

Mission: A brief, memorable statement: what it does, who it serves, and why.

±ŀƭǳŜǎΥ {ǘŀǘŜƳŜƴǘ ƻŦ ŎƻǊŜ ōŜƭƛŜŦǎ ŀƴŘ ǾŀƭǳŜǎΦ              ±ƛǎƛƻƴΥ ¢ƘŜ ƭƻƴƎπǘŜǊƳ ǇƛŎǘǳǊŜ ƻŦ ǘƘŜ ƛŘŜŀƭ ŦǳǘǳǊŜΦ   



Boards identify, recruit, and hire 
the most qualified individual they can find to serve as the chief executive. 
¢ƘŜ ōƻŀǊŘ Ƴǳǎǘ ŎƻƴǎƛŘŜǊ ǘƘŜ ƴƻƴǇǊƻŦƛǘΩǎ ƴŜŜŘǎΣ ǎǘǊŜƴƎǘƘǎ ϧ ǾǳƭƴŜǊŀōƛƭƛǘƛŜǎ 
in considering the skills and abilities of the chief executive. 

Å¢ƘŜ ŜȄŜŎǳǘƛǾŜΩǎ ǿǊƛǘǘŜƴ Ƨƻō ŘŜǎŎǊƛǇǘƛƻƴ ƛǎ reviewed & updated annually.

ÅThe board works in partnership ǿƛǘƘ ǘƘŜ ŜȄŜŎǳǘƛǾŜ ǘƻ ŀŎŎƻƳǇƭƛǎƘ ǘƘŜ ƴƻƴǇǊƻŦƛǘΩǎ ƻǾŜǊŀƭƭ ƎƻŀƭǎΦ

ÅThe board annually reviews the executive's compensation, compared to regional market 
standards; and approves annual compensation.

ÅThe board annually reviews the executive's performance, in light of the organizational 
strategic plan goals, and supports plans for improvement.

ÅOverall, the board and executive have a trusting, honest, open relationship.

DUTY #2 & #3 - HIRE, SUPPORT, MONITOR & EVALUATE THE CEO



External 
Trends 
SWOT

Internal
Strengths & 

Vulnerabilities

Collaborative 
Partners

M

I

S

S

I

O

N

Vision

Goal #1
Program A

Goal #2
Program B

Dƻŀƭ Іо
tǊƻƎǊŀƳ /

Values

Target 
Markets

Goal #4
Marketing/Outreach

Goal #5
Management & 

Governance  

DUTY #4 ς ENSURE EFFECTIVE PLANNING: PLAN, MONITOR, EVALUATE, REVISE

Guiding Principles                           Assessment/Scan 3-5 Goals + Objectives  Action Steps

What
Who

By When?

What
Who

By When?

²Ƙŀǘ
²Ƙƻ

.ȅ ²ƘŜƴΚ

What
Who

By When?

What
Who

By When?
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DUTY #5 ς Monitor and Strengthen Programs and Services

Å Ensure the organization's programs are:
Å Effective
Å Aligned
Å Efficient

Å This means evaluating program performance, 
making necessary adjustments, and 
considering whether programs should be 
continued, modified, discontinued or transferred 
to another organization.



DUTY #6 - ENSURE ADEQUATE RESOURCES

.ǳŘƎŜǘƛƴƎ ŀƴŘ wƛǎƪ ƳŀƴŀƎŜƳŜƴǘΥ  ƴƻƴǇǊƻŦƛǘ ǊŜǾŜƴǳŜ ǎƻǳǊŎŜǎ

ÅhǇŜǊŀǘƛƴƎ wŜǾŜƴǳŜ

ÅtŀǊǘƛŎƛǇŀƴǘ CŜŜǎ

Å9ŀǊƴŜŘ LƴŎƻƳŜΥ  ǇǊƻƎǊŀƳ ǊŜƭŀǘŜŘ ǊŜǾŜƴǳŜΣ ŦƻǊπǇǊƻŦƛǘ ŀŦŦƛƭƛŀǘŜ

ÅtǳōƭƛŎ CǳƴŘƛƴƎκDƻǾŜǊƴƳŜƴǘ /ƻƴǘǊŀŎǘǎ

ÅtƘƛƭŀƴǘƘǊƻǇȅ

ÅtǊƻƎǊŀƳ

Å!ŘƳƛƴƛǎǘǊŀǘƛƻƴ ϧ aŀƴŀƎŜƳŜƴǘ

Å/ŀǇƛǘŀƭ

                       .ŀƭŀƴŎŜ ƳŀƴŀƎŜǎ ǊŜǾŜƴǳŜ Ǌƛǎƪǎ
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ÅOverall broad introduction
ÅDirect mail, e-mail, social media, events
ÅLabor & resource intensive
ÅStaff implements solicitation
ÅHigher costs & modest financial returns

20% of funds raised
80% of donors
 ARMS LENGTH

ÅHighest impact
ÅMajor gift campaigns, deferred planned gifts
ÅRequires less up-front cash
ÅVolunteers crucial to opening doors & 

cultivating. Staff usually solicits.
ÅLowest costs, highest returns
ÅIdeal for major donors, market influencers, 

board recruitment
ÅTakes time to cultivate authentic, trusting 

relationships

80% of funds raised
20% of donors

RELATIONSHIP - BASED

DUTY #6 - WHAT TACTICS WILL GET YOU THERE?



Well-managed organizations with excellent outcomes.
1.COMPELLING CASE FOR SUPPORT
Å Emotionally moving case for support that addresses donor interests and priorities.
Å Specific goals: clear understanding of what the donor is being asked to support.
Å Solid plan for meeting goals & completing the defined work.
Å Evidence that the gift will have meaningful impact. 

2. RELATIONSHIP DEVELOPMENT, CULTIVATION & STEWARDSHIP
Å Strong leadership (board, staff, volunteers).
Å Methods to promote engagement & ownership.
Å Understand ŘƻƴƻǊΩǎ ƳƻǘƛǾŀǘƛƻƴǎ & frames of reference.
Å Cultivation, solicitation & stewardship by people who have already given & are 

asking others to do the same.
Å Evidence of other support.
Å Opportunities for recognition, if desired.
Å Avenues for involvement & meaningful participation.

DUTY#6 ς PHILANTHROPY ς WHAT DO DONORS WANT?



DUTY #7 - PROTECT ASSETS, MANAGE RESOURCES WISELY &  
ENSURE FISCAL OVERSIGHT

A. Financial Budgeting, Reporting and Monitoring
ÅBoard approves annual budget.
ÅMonitors financial performance against the budget (at least quarterly); significant 

variations are explained and substantiated.
ÅAnnual external audit conducted by a CPA hired by the board; reports to the board.

B. Internal Controls and Financial Policies
ÅBoard-approved polices--ex: internal controls, purchasing/bidding practices, reserves, 

asset investment.

C. Administrative Policies
ÅBoard-approved polices--ex: crisis & disaster planning; cyber security. 

D. Risk Management & Insurance
ÅPeriodically assess risks the nonprofit may face.
ÅAdequate liability insurance.
Å!ŘŜǉǳŀǘŜ ŘƛǊŜŎǘƻǊǎΩ ϧ ƻŦŦƛŎŜǊǎϥ ƛƴǎǳǊŀƴŎŜΦ



1. What is an IRS 990?

2. What is the best practice Board responsibility for the 990?

3. What information is contained in the 990?

4. Where is our nonprofit organization's 990?

5. Who uses the 990? For what?  

The importance of GuideStar.org

1. How does GuideStar by Candid obtain our 990?   
Å Why does GuideStar post our 990 online?

Å Can anyone see our 990 online at GuideStar?

2. Iƻǿ Ŏŀƴ ǿŜ ƳƻƴƛǘƻǊΣ ŎƻǊǊŜŎǘ ϧ ƛƳǇǊƻǾŜ ƻǳǊ ƴƻƴǇǊƻŦƛǘΩǎ GuideStar data online?      
 https://www.guidestar.org/

DUTY #7 - FISCAL OVERSIGHT:  IRS FORM 990

https://www.guidestar.org/


GOVERNANCE COMMITTEE 

Maintain and monitor board-wide adherence to governance best practices: 

Å Support the board chair in designing and executing annual board goals.

Å Monitor individual board member performance.

Å Assess and evaluate the Board as a whole. 

Å Review and recommend changes to bylaws and board policies, including 
board member agreement, signed annually by each board member. 

Å Onboard and train new and existing board members. 

5¦¢ ̧ІуΥ .¦L[5 ! /hat9¢9b¢ .h!w5 ς ²I9w9 {¢w9bD¢I .9DLb{Η



NOMINATING:  A GOVERNANCE COMMITTEE ROLE

Χ NOT A SEPARATE FUNCTION!

ÅTrack terms and maintain a succession plan for board vacancies.

ÅRecruit non-board members to committees to add value. 

ÅIdentify, qualify, cultivate, and nominate 
candidates for the board and committees. 

ÅMaintain an officer succession plan.

ÅCreate opportunities for board members 
to build relationships and interact socially. 

ÅRetire board members, if needed.

DUTY #8: BUILD A COMPETENT BOARD



Å Overseeing the organization's compliance with:
Å Applicable laws
Å Regulations
Å Ethical standards

Å This includes, but is not limited to, 
bylaws, policies, donor intent, 
as well as maintaining transparency and 
disclosing/avoiding conflicts of interest.

DUTY #9: ENSURE LEGAL AND ETHICAL INTEGRITY 



Your Brand (reputation) is very valuable. 
Stakeholders expect boards to be transparent and accountable. 
Nonprofits that operate openly & honestly enjoy trusting relationships with stakeholders. 

ÅEducate & Engage the Public
ÅPublish an annual report & 

make it readily available (print & electronically)
ÅMission & Strategic Plan
ÅProgram activities & calendar of events
ÅBoard members ς names, qualifications
ÅKey staff ς names, contact info, qualifications
ÅAudited Financials & IRS 990

ÅHold outreach meetings & events regularly with targeted stakeholder groups

ÅYour annual communications/promotional plan consistently spreads news of 
constituent needs, accomplishments, impacts, and achievements. 

DUTY #10 - ENHANCE THE NONPROFITΩS PUBLIC STANDING


