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By Christine Graham

here is nothing quite as

promising as a newly

formed organization, flush
with a vision and full of energy.
And while that exhilarating
sense of potential is overwhelm-
ing when the first few organizers
gather to set on their mission, it
recurs at several key moments in
the organization’s life.

One of those moments is
when the first director is hired.
Suddenly, everything seems pos-
sible. Now there really will be
enoug. time to get everything
done. Someone will take care
of all the “to do” lists, and will
follow up on each possibility.
Someone will be there to answer
the phone. Someone else will
write the grant proposals, set
appointments, raise the money.
Things will be taken care of.

And then, moments or weeks
later, the board members start
feeling uneasy. Why can’t we just
do this the way we used to!
Where is our control of our des-
tiny? We don’t know every detail
of this project ....we have not all
met the partners in our next ven-
ture. How do we know this proj-
ect will work? We are taking
things on faith. What have we
given up!

And the new director, after
the thrill of accomplishment of
getting this job, gets the jitters.
Am [ going to have to do this all
alone? What were they thinking
of? Or, maybe worse, isn’t anyone
going to trust me?

And then, just a short time
into the bright new future,
everyone starts to think, what
have we done!
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Starting with Staff:
A Guide for the Nonprofit Board

Deciding to Hire

There is probably no transition
in an organization’s life as over-
whelming and complex as the
move from an all-volunteer orga-
nization to one with staff. In
most cases, the transition seems
manageable because just one per-
son is hired and the intention is
to stay small, flexible, and effec-
tive. The only change will be
that more work gets done.

But in fact, even the most evo-
lutionary staffing transitions are
fraught with the very sort of
changes that people find most
challenging. This is because
staffing a previously volunteer
organization is an action deeply
rooted in personal issues, personal-
ity interactions, human strengths
and weaknesses, and fears. Simply
the fact that the board hires a
director from a sense of need, after
being independent for some time,
means the group is sensing insecu-
rity. The new director enters a
scene where patterns have been
formed, opinions and attitudes are
known and probably shared,
assumptions are implicit rather
than explicit, and the history is
unspoken. Encountering this wall
of unknown issues is unnerving.

It is entirely possible to make
the hiring of a first director highly
effective, but it requires care. Just
when people feel most unsure of
the next move, they must take
strong, deliberate actions. A simi-
lar dynamic arises in the single-
staff organization with one
long-term employee. No one is
truly sure how to bring about

good change.

Very little is written about
first-directorships and about sin-
gle-staff organizations that want
to stay that way. Human and
organizational nature is to grow,
and therefore far more is written
and studied about larger groups.
This booklet offers suggestions
for the organization that is small
now, and is likely to stay small for
some time.

Not surprisingly, the secrets to
highly positive transitions in hir-
ing, and then working with a sin-
gle staff person, are setting clear
goals, planning effectively, set-
ting reasonable standards and
expectations, and communicat-
ing well. While these sound sim-
ple, they get right to the root of
organizational weaknesses. These
are precisely the areas where
most organizations need work.

In the best of circumstances,
hiring the first director can be the
key to reinvigorating an organiza-
tion. A board that gets bogged
down in details, torn by overwork,
and that is unable to keep the
goals in view, will find that having
a director to oversee management
frees the board to re-envision its
mission. Board members, with
some open “thinking space,” are
able to return to the inspiration
that first captured their imagina-
tions. Suddenly, the board can
think big thoughts again.

This sense of relief and energy
is a reminder of management guru
Warren Bennis’ definition of board
and staff responsibilities: that the
staff is expected to do things
right. But the board must deter-
mine what is the right thing.

You're ready to
hire when:

1. The board is maxed out.
2. Opportunities are being lost.
3. A major opportunity arises.

4. Funding finally comes
through.

5. Too many projects are
getting farmed out to
consultants.



Asking Hard Questions First

e Why do we want a director?

e Do we want a worker or a leader!

s How will we manage a director?

e How will we pay for a director?

o What will the board’s role be after the hiring?
e How will the organization change?

o What can the director learn from us?

e What would we like to learn from the director?

¢ How will having a director improve our effectiveness?

Keeping those distinctions in
mind provides a reliable compass
for choices to be made through
the hiring process and the ensu-
ing work.

Identifying the Need

There are many reasons to
decide that hiring a director is
the right next step. But for too
many groups, the hiring itself
seems the salve to their difficul-
ties, and they overlook the fact
that careful planning, not pure
need, will make it work.

The first and most crucial
aspect of hiring is to understand
your organization’s goals. This
may be a wise time to take a look
at the whole organization: review
and clarify the mission, conduct
a strategic planning process, set
goals for the long and short term.
Then, it will be far more clear why
you need a staff person, and what
the nature of that job will be.
The planning process might have
one of several different outcomes:
e The vision becomes clearer

and specific goals more defined,

which helps the board under-
stand exactly what the new
director will do and, in turn,

what the board will do.

e The initial assumptions are
reaffirmed, and the board is
ready to write a job description
and hire a director.

e The process highlights dissen-
sion among the board, which
had earlier appeared to be a
need for a staff person. The
group has to work out its own
problems before bringing a new
face on the scene.

e The group realizes it has been
running amuck and needs to
tighten up its operation and be
more realistic. This may mean
postponing the hiring process.

There is general agreement
that organizations evolve through
a series of life stages, much as indi-
viduals do. While there is infinite
variation between groups, these
stages usually include a “founder”
stage of creativity and vision, the
“early operations” stage filled with
efficient program development,
“stabilization” when systems and
more traditional management

takes over, and then “maturity”
when institutional consolidation,
planning, and reaffirmation of
vision are primary.

The single staffer, or first-time
director, is usually hired in the
creative/ founder stage, or in the
early operations stage. In both
cases the board may have trouble
letting go and really allowing the
director to do the job, but feels it
is impossible to keep up with the
work without paid staff. Conduct-
ing a planning process will help
to flush out any emotional rea-
sons for and against hiring, and
allow the board to focus on con-
crete reasons and expectations.

In the planning process, what-
ever outcome evolves, individu-
als may work through their
disagreements or
expectations, and find them-
selves far more capable of design-
ing a manageable job description
for a single staff person. This will
provide the new director with a

unrealistic

set of clear expectations and
directions.

How an Organization Gets
to the First Hiring Process

o The Visionary Approach: one dynamic individual starts

the organization, usually with a single-minded mission.

e The Crisis Mode: a threat mobilizes a small group,
who work to resolve one immediate problem and later
discover they could continue to avoid or resolve simi-

lar issues in the community.

¢ The Grant Motivated Project: funding is granted to
conduct a project, which leads to community or board

interest in similar work after the grant is expended.

e The Spin-off Process: a secure and functioning orga-
nization is anxious to support another project outside

their specific mission, and sets up a small committee

with initial funding.
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Keep Your Goals Realistic

While a staff person is certainly
going to be able to accomplish a
good amount of work that the
board had been unable to do, it is
critical to keep a realistic sense of
time and capacity. Some of the
things a single staff person will be
able to do:
¢ Devote concentrated time on
project development and imple-
mentation

o Accommodate other individu-
als’ time

e Compensate for any skill
deficiencies

e Drive a project toward comple-
tion on a schedule

e Improve continuity in partner-
ships and projects

¢ Invest time in developing and
implementing new initiatives

e Write grant proposals, find
other resources, and assist board
in raising funds from individuals

e Serve as a consistent public
“face” and spokesperson for the
organization

e Run an office, manage records,
and be organized

e Oversee project or contract
workers and volunteers

¢ Improve communication among
board members and partners

But a staff person is never in the
best position to fulfill certain orga-
nizational requirements, which
are more appropriately board
responsibilities. If the board is
hoping to discard these tasks, hir-
ing a director is not the solution.
These basic board tasks include:
e Setting policy

e Establishing a long-term vision
and a strategic plan
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e Creating the director’s job
description

e Hiring and evaluating the
director

¢ Raising money from individuals
and corporations

e Providing necessary time and
hard work on events and pub-
lic activities

e Being fully accountable for
financial activities, choices, and
record keeping.

Hiring the first director is the
sort of decision that is usually
irreversible. You might be able to
change directors, but it is next to
impossible for an organization
that has moved from all volun-
teer to staff, to move back to an
all-volunteer organization. What
seemed reasonable in terms of
board work in the past, simply
seems outside the possible.
Therefore, the decision to hire
should be deliberate. The board
should invest in serious discus-
sion and analysis of both techni-
cal and emotional issues:

Technical

e What is the mission of this
organization?

e What means do we use to
achieve our goals?

e What tasks are best handled
by a staff member?

e What tasks can be better han-
dled by the board?

o How will we pay for staff?

® How will we house and equip

staff?

e Do we understand the ways
our board work will change!

e Whart other growth and man-
agement issues may arise
through hiring?

Emotional
¢ Do we feel ready to share the
vision for our future?

e Can each of us let go of our
“territory”?

o Are we ready to oversee a staff
person and evaluate progress?

e Are we willing and ready to do
the fund-raising work necessary?

e Can we commit to the work
necessary to sustain staff and
salaries?

e How do we feel about organi-
zational growth?

There are often external events
that seem to force an organization
to hire staff. Some of these situa-
tions are:

e Money: a grant provides staff
funding

e Work: a project or contribu-
tion is dependent upon staffing

e Time: a valued volunteer is no
longer willing or able to con-
tribute time

When these situations occur,
the same questions should be
asked by the board. One addi-
tional question must be asked in
these circumstances: Are we
willing to become a staffed orga-
nization because this external sit-
uation seems to require it? These
are difficult situations and some-
times seem nonnegotiable, but
when the board works through
all the issues, other solutions
sometimes occur.

Even if the board inirially
decides against hiring, after work-
ing through these criteria, even-
tually most organizations do move
to a staffed situation if they want
to thrive and grow. Perhaps the
first time the issue comes up, the
decision is not to hire. Eventually,
the time will be right. Then what?
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Taking the Leap

The board has discussed all the
issues surrounding the hiring of a
director. The mission has been
affirmed, and the strategic plan is
in place. Several objectives and
goals have been identified. The
time has come to find the director.

The Work and the Person
At this point the board needs to
look at its needs and design the
job. This should include writing
a job description. Based on that
description, the board can also
determine what characteristics,
skills, and other assets it is hop-
ing to find in a director. The
board will need to consider the
following when it designs the job:
1. The Job: what the director
will do, how the director will
interact with the board.

2. Preparation: specific require-
ments such as education,
advanced training, or experi-
ential learning.

3. Characteristics: personal inter-
ests and abilities that the can-
didate should possess, such as
ability to work independently,
strong communication skills,
collaborative or teamwork
approach.

4, Skills: experience in non-
profit management, financial
management, fund raising,
strategic planning, and public
speaking, strong writing skills,
computer skills or knowledge
of specific software.

5. Other requirements such as a
car, flexibility to work .unusual
hours or to travel, or fluency
in other languages.

The board will have to be real-
istic in setting these expectations
since one person cannot be fully
expert in every area. On the other
hand, it is wise to list optimum
requirements and then see what
the candidates offer. Compromises
may be necessary: someone with
strong financial and fund-raising
skills might be preferable to
someone with specific project
experience, since volunteers, con-
tractors, and partners from other
organizations might fill the gaps
on projects. For example, a can-
didate with an advanced preser-
vation degree might not be as
valuable at this stage in the orga-
nization’s life as the strong man-
ager with job experience and
personal involvement in preser-
vation. Later in the organiza-
tion’s life the highly trained and
specialized preservation profes-
sional could be more appropriate.

Simply writing a job descrip-
tion and deciding on require-
ments and expectations will be
an excellent exercise for the
board. By the time the first candi-
dates appear for intereviews, the
board will be more clear about its
needs and choices

Compensation
While designing the job, the
board must also determine issues
such as compensation and work-
ing condirions. For a first-time
employee, these matters will be
considerable challenges to a
board. If possible, invite a human
resources professional to meet
with the board or review materi-
als to make certain all the neces-
sary decisions are being made.
These will include:
e Salary and benefits, both time
and money related (health
insurance, vacations, etc.).

® Other financial agreements
such as mileage reimbursement
and travel expenses.

e Job requirements: number of
hours, availability for evening
and weekend meetings, any
travel or unusual expectations
such as continuing education
or other training.

e Working conditions: where
the employee will work, what
equipment will be supplied.

Many organizations hire their
first employee on a part-time
basis and then later expand the
position. If this is the case, it may
be wise to include noncompeti-
tion and confidentiality agree-
ments in case the employee takes
other part-time work with simi-
lar organizations.

Hiring Friends and Insiders
Hiring someone you know often
is a wonderful way to ease into
the paid-staff world, but it also
requires great care. The energetic,
devoted volunteer may seem a
perfect employee, but all con-
cerned, including the candidate,
need to consider whether chang-
ing the nature of the arrangement
is likely to dampen his or her
enthusiasm. Often it is the free-
dom, occasional nature, and flex-
ibility that helps a volunteer
perform so well. When the posi-
tion becomes a job, with friends
as one’s boss, the fun drains out of
the assighment.

Also, board members may find
it difficult to oversee the work of
a friend who so recently was a
peer. There may be assumptions,
misunderstandings, and pre-
sumptions that make it very diffi-
cult to transition a volunteer or
board member to the role of
The advantage, of
course, is that little or no training
is needed, the person is immedi-
ately available, and everyone
knows each other. If the decision
is made to hire an insider, ground
rules should be carefully spelled

director.
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out, and frank conversations
held to address the potential dan-
gers of such a hiring.

Work Environments
Single-staff organizations also
often consider home office
arrangements with their employ-
ees. With computerization and
the increase in telecommuting
for larger companies, home office
arrangements are becoming more
and more acceptable. Narurally,
it offers the young, struggling non-
profit a great cost saving which is
particularly valuable at a time
when costs are suddenly increas-
ing due to the new payroll. If the
employee will provide home office
space, the organization will need
to consider other issues:
e Will the employee be com-
pensated for use of home
office space?

e Will the employee provide
equipment, such as computers,
fax, etc.?

e Can the organization be assured
that a professional atmosphere
will be maintained?

e Does the home office limit
taking advantage of the orga-
nization’s newly expanded sta-
tus by perpetuating a “small
shop” image or creating access
problems?

e Will the board have access to
files and other organizational
materials?

e [s there a need to be open to
the public?

Without violating any regula-
tions about personal privacy and
appropriate questioning of a job
candidate, the board still needs
to reassure itself that the working
conditions will provide a profes-
sional atmosphere, an opportu-
nity for concentration and focus,
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and real separation between the
employee’s personal and work
lives. Certain requirements should
be imposed, such as a separate
phone line and off-site storage of
back up computer files.

Warnings about intangible
issues such as work environment,
concentration, quality of atten-
tion and distractions, flexibility,
compensatory time, and report-
ing style become a bit harder to
legislate when the new employee
is a former board member or vol-
unteer, which is sometimes the
case with a first-time hire. By
establishing the job description
and criteria prior to advertising
or interviewing for the job, the
board gives itself the best possi-
ble opportunity to consider all
applicants fairly and thoroughly.
The pressure to hire a current
board member can be extreme,
and cause suspicion, sloppiness,
or even an enthusiastic blindness
to the basic needs of the organi-
zation. Care is essential.

Early discussion of the job
description also provides the best
insurance against falling in love
with an inappropriate candidate.
Even those organizations that
have been planning the first-
time hire for years can be swept
off their feet with a charismatic
individual who may not offer
precisely what is needed.

A typical example is the his-
toric preservation organization
with a strong volunteer corps
that has done several highly visi-
ble projects in the community.
The organization may have
worked well with project man-
agers on a contract basis. The
group has evolved, and really
needs a director with great sys-
tems ability, who can advance its
fund-raising work and put some
solid professionalism in its bud-
geting process. But a much-
admired preservationist who is a

Checklist for the Search

The Board:

SR e Pl

Ask the hard questions.
Determine to hire a director.
Appoint the search committee.
Establish personnel policies.
Set salary and benefit levels.

The Search Committee:

Design ads.
Select advertising outlets.

Run ads.
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Negotiate the contract.

great program person applies for
the job: this candidate does not
have administrative experience,
but could run high visibility pro-
grams that would be a boon for
the organization. Can the group
afford to hire this individual?
When money is not a prob-
lem, an organization might decide
to hire this person plus a systems
manager in some combination.
But money usually is a problem,
and then the agony begins: how
to resolve the conflict of needs of
the organization and the tempt-
ing candidate!? If the decision is
based on emotions, and the proj-
ect person hired, the organiza-
tion will soon have unmanageable
administrative problems, as the
increased time and investment
on programs will simply escalate
the administrative needs to a
point of crisis. If the candidate is
passed over and an administrator
hired, there may be great regrets
and a sense of lost opportunity.

Design the job description.
Identify needed characteristics and skills.

Network: get out word of the job search.
Review applications and resumes.

Interview top candidates and check references.

Propose finalists to the board.



Necessities: Laying the
Groundwork for Hiring

10.
11
12,
13.
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Conduct a strategic planning process and revise
or reaffirm your mission.

Based on long-term goals, identify the skills you
need in a director.

Determine how you will pay for a director:
have funds available!

Have your financial books in order.

Create a workplace, or determine how that
will happen.

Determine the role the board will play once
the director is hired.

Establish any policies and procedures needed for
oversight of a director, payment of salary/benefits,
evaluation, etc.

Design the job and the salary and benefits.
Appoint a subcommittee to oversee the process.
Bring recommendations to the board.

As a group, interview and rate applicants.
Select candidates and offer job.

Provide adequate orientation, background,
and clear introduction to tasks at hand.

Be welcoming and accessible: give the director
a chance to excel!

In a case like this, having done
the homework in advance and
understanding fully the needs of
the organization, the board is
much more likely to make a deci-
sion that will take care of needs.
With luck, it may be able to find
a compromise solution. that pro-
vides a bonus, rather than
reworking its original intention.

The Mechanics of Hiring

Oftentimes, board members are
unaccustomed to playing the role
of employer. Even those with busi-
ness experience will seldom have
been in the position of designing a
job and workplace environment.
Again, asking for help from pro-
fessionals can be a great boon, and
specialists are often happy to
donate their skills and advice for
a short-term, specific task. The
technical considerations in hiring
staff include:
® Developing a contract for the
employee.

e Setting up the financial books
for payroll, including state,
federal, and other withholding
taxes.

 Establishing financial controls
for accountability and checks
and balances.

® Meeting state filing regulations
for labor and industry, nondis-
crimination requirements, and
other employment laws.

e Obtaining insurance for the
workplace and employee lia-
bility.

This is also a terrific time to
make certain all nonprofit status
is in order: incorporation, bylaws,
the 501(c)(3) status of the orga-
nization, and its 990-AR tax fil-
ings. As more money is needed
and raised, an organization that
did not raise much in the past and
therefore did not have to file taxes,
will begin to submit yearly returns.

No board can expect to include
all the necessary expertise among
its members. Take this opportu-
nity to ask for help from sympa-
thetic community members. At
the same time it is possible to
create appropriate separations
hetween hoard and staff to safe-
guard the organization’s assets.

An accountant might review the
record keeping procedures; a
human resources director could
advise on the employee hunt; a
lawyer might look over your
evolving employment procedures
and the contract with the new
employee. This is a wonderful way
to draw more community mem-
bers into your work as helpful
and appreciated supporters, and
save the organization some angst
and money at the same time.
There are always great benefits to
reaching out.

An organization with an
employee will need some policies
regarding responsibility:

® Check signing policies: most
organizations require two sig-
natures for checks over a min-
imum amount.

e Evaluation procedures: it is
best to set up employee evalu-
ation criteria and schedules at
the point of hiring so it does
not disappear in the rush of
work, or appear to be a reac-
tion to particular concerns.

® Board roles: policy develop-
ment and overall financial man-
agement will always be the role
of the board, so policies should
be established to assure this.

® Personnel policies: guidelines
for the everyday working con-
ditions and expectations for the
“workforce” should it remain
just one employee, or grow.

For some small organizations
that have worked well as a vol-
unteer team, establishing these
policies may be the first hint of
“institutionalization” that they
have feared. There is no reason
why these policies should change
the personality of the organiza-
tion, or erase the sense of cre-
ativity members have treasured.
In fact, with the policies written
well within the organization’s
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style, they may be the reassurance
that the board will be able to
retain the group’s character despite
the influence of a paid staff person.
Policies should not be restrictive
guides that force a cookie-cutter
approach; rather they can docu-
ment the style, expectations, and
behaviors that have been distine-
tive to this point.

Crafting a Relationship

Another important decision to
be made at this moment, before
the new director is chosen,
revolves around the relationship
between the board and the direc-
tor. With one employee or hun-
dreds, the director always is the
one employee who reports to the
board. If and when additional
people are hired, the director or
another staff member will over-
see the hiring process as well as
management and evaluation.
The board sets the tone in the
role it plays with the director,
which hopefully will reflect the
earlier decisions about job design.
The role, as the board designs it,
denotes the level of indepen-
dence and control the director
will have. The director may be
viewed as:
e Helper for the Board: an
administrative assistant who
takes instruction from the board.

¢ Team Leader: an equal among
board members, but with more
time and more specific skills
to invest in the organization’s
activities.

¢ Independent Operator: an
entrepreneur on behalf of the
cause, who checks in with the
board for basic approvals but
initiates new work.

® Dynamic Inclusive Leader: a
mature or natural leader who
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combines characteristics of the
Team Leader and the Indepen-
dent Operator.

Each of these directorship
styles has both advantages and
disadvantages. Each can evolve
into other types over time, but
the board sets the standard by
stating its expectations. With a
first-time hire, the board may not
feel ready for the skills of a
dynamic leader, as attractive as
that candidate may be. Instead
the board may feel that it has lost
its familiarity with the business
at hand. With an Independent
Operator, panic may set in and
board members will feel they
have lost control. On the other
hand, hiring a Helper style direc-
tor may feel comfortable initially
but quickly become a disappoint-
ment. Once board members get
over initial fears of relinquishing
control, they will want to see the
director take hold and “make
things happen.”

Through the initial planning
for hiring, including the review
of mission and strategic plan-
ning, the board can do its best to
foresee the choices presented by
different types of individual can-
didates. In the best circumstances,
a board would like to find a
director who combines charac-
teristics of several types: one who
actually accomplishes the goals
of the board, with a sense of part-
nership and teamwork, but who
also can take initiative, make
decisions, and represent the
organization professionally and
independently. This may take
time to evolve, but is a healthy
goal for the board.

Whatever role the board hopes
its director will play, it should be
deliberate in disciplining its own
interactions with the new staff
person. One member of the board,
usually the chair, should be the

liaison with the director. While
other members can certainly talk
to the director, and may have
many opportunities to work and
meet with the director, only one
person should be passing on
instructions and requests for
information. Necessary group
decisions should be made before
instructions are given, not after-
ward. The director should be
included in board meetings—
and committee meetings as time
allows—to provide information,
input, and recommendations,
and also to gain an understand-
ing of the board’s intentions, con-
cerns, and direction.

One challenge of the board/
director relationship is that the
board also must be able to take
instruction from the director.
Members will often have “volun-
teer” type assignments, particu-
larly in event planning and fund
raising, where they are working
for the director. A certain gra-
ciousness helps in these circum-
stances. Service on a board is an
assignment that stretches individ-
uals, not only in skills, listening,
open-mindedness, and gover-
nance but also understanding of
their different roles. If the board
members can be productive at
many different levels, and yet
retain their wisdom in leadership,
the organization will thrive.

The Hiring Process

Like many other thorny assign-
ments, hiring is much easier
when planning has been exten-
sive. With the mission, strategic
plan, and job description in
place, and some sense of the rela-
tionship the board would like to
create with a director, selecting a
candidate becomes a task of
completion, not invention.



Where first directors
come from:

L.
2

The board

The volunteer corps

. A project or activity

of the organization

. A friend of a board

member

A nearby, similar
organization

. The local community

. A planned hiring process

The worst temptation at this
point might be to jump to hire
the “obvious” candidate—a board
member, the founder, or an
employee of a partner organiza-
tion. In all but the most unusual
circumstances, it is best to follow
the disciplined route: advertise
the job, select a few finalists,
interview, and choose the best
candidate. Hiring is for the long
term, and regrets have no place in
a smoothly running organization.

When there is much work to
be done on many different fronts,
establishing a search committee is
efficient. This committee can do
the preparation work and bring
final candidates to the board
with recommendations. A check-
list for assignments will make it
easier for the commitree mem-
bers to share the assignments and
move quickly. When candidates
are applying for jobs it is impor-
tant to remember their timeta-
bles, as well as those of the board,
so a fine opportunity is not lost.

Some search committees decide
to bring only one candidate to the
board for consideration. If this is
going to be the procedure, it
should be proposed to the board
long before it actually happens.
In many cases, the fact that a
board does not have “a choice”
leads to discontent later on when
the going gets rough, for reasons
entirely unrelated to the search
itself. If the board truly wishes
the search committee to make
the full selection and recommend
one candidate, spell that out in
the charge to the committee.
Otherwise, the committee should
bring two or three finalists, along
with the rationale for its selection
and its own recommendation if
it chooses. This is particularly
important in selecting the first
director of any organization or the
first director after the founder.

Making It Work

As soon as the director has been
hired, the world for your organiza-
tion changes—a little, or a lot.
Sometimes it will seem wonder-
ful, sometimes tough. Remember
there are varying points of view.
The old board dynamic of inter-
nal disputes, discussion, and even-
tual collaboration now becomes
just one world within a more
complex universe of activity. The
trade off is that far more work and
goals can now be accomplished.
Boards do have to control their
enthusiasm to a certain degree.
While the new director may offer
100 percent more time than the
director-less board had, he or she
is still just one person. There is
not infinite time and skill.
Boards need to allow time in the
director’s job description for
organizational business, internal
and external communication, an
increase in public demand for the
group’s work, and simply keeping
business going. It is human
nature to forget administrative
details after the volunteers no
longer are responsible for them.
As difficult as it may be to
control the enthusiastic prolifer-
ation of ideas and projects, the
newly staffed organization will be
more effective with a strong, nar-

The Hiring Process

1. Write the job description

2. Select media and place ads
3. Get out the word
4

. Review applications based
on identified needs

5. Interview top applicants

6. Take at least three finalists
to the board

row focus and very specific goals
to accomplish. The new director
will have a better opportunity to
learn the history and culture of.
the organization, build strong
working relationships with the
board, and gain public respect, by
zeroing in on a few essential proj-
ects. As time creates an easier
sense of collaboration, new ideas
can take hold.

The Director’s
Responsibilities: The
Board’s Point of View

The most common sign of post-
hiring discontent, from the
mouths of board members, is “1
thought that’s what we hired the
director to do!” This seems to
escape from their innermost
thoughts whenever an onerous
or feared task arises. Most fre-
quently, board members think
the new director will rake over
all fund-raising responsibilities.

Board members need to be
clear and realistic about what the
director will do. The tasks, as
described earlier, include imple-
mentation of programs and poli-
cies, organization, management of
other staff, contractors or assign-
ments, and assisting board mem-
bers in their assignments. Crucial
board responsibilities can be
given more attention, including
fund raising, introductions and
contacts, and strategic planning.

It is a true disservice to the
striving director to pass along
responsibilities that should be
carried out by the board. A new
director will usually try to fill
every request, appropriate or not.
Eventually, this leads to dis-
gruntlement or worse on all sides.

It is best to find ways that the
director can assist the board
members in accomplishing their
tasks. For instance:
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e [n asking for contributions,
the director can go along on
visits and provide background
materials.

If the board is insecure about
approving a budget, the direc-
tor can provide an explanation
for unfamiliar items, and can
even bring in an accountant or
other financial expert to offer
a training course in nonprofit
budgeting.

When board members are
unsure what policies might be
beneficial, the director can
gather sample policies from
other organizations.

¢ During planning processes,
the director can suggest and
resea.ch hiring a facilitator
who could assist the board in
reviewing the mission and set-
ting goals.

The objective here should be
for the board to retain its respon-
sibility and carry through effec-
tively on appropriate assignments.
The director can foster strong
board leadership by providing
the information and tools that
the board needs to do its work
well, but not by doing the work
for the board. Together, the board
and the new director can work
through these issues to make cer-
tain each role is clearly defined
and each party can effectively
fulfill its responsibilities.

Ironically, if the board tries to
pass off its assignments, and if the
new director tries to oblige by
taking on the board’s roles, even-
tually both sides will become frus-
trated or even disillusioned with
the other. The early days are cru-
cial in building a respectful, well-
delineated partnership.
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The Director’s
Responsibilities: The
Director’s Point of View

To be successful at the job, the
new director may find it quite
irresistible to take on tasks that
might better belong to the board.
While it seems obvious that the
new director and board should
communicate well and carefully
about roles and responsibilities,
there is a tendency on both sides
to assume that the other knows
more about what should be done.
Each party may wait for the other
to set the pace.

The director must be clear in
asking the board to set long-range
goals, establish policies and priori-
ties, and also to explain the culture
and traditions of the organization.
Then, the director must be equally
clear in handling duties in an effi-
cient, sustainable way.

As a single staff person with a
whole board to satisty, the direc-
tor will have to manage time
wisely. All the traditional staff
functions will be rolled into one
person: the one who receives
direction from the board, the one
who decides how to implement
programs and complete tasks,
and the one who actually does
the program and administrative
work. The new director will have
to find the best ways to invite
board members to help on those
tasks and program work, as vol-
unteers, without invading the
territory of board roles.

At some point the director
needs to say “no” to some requests.
It may be very useful for the new
director and the board to share
some readings and even attend a
training workshop on board/staff
roles and relationships. At this
point, it may be wise to clarify
the board chair’s role, even to
the point of designing a new job
description for the position, so

Dangers in Hiring the First Director

The Yes Director: hiring someone who will just take
orders, but never take the lead.

The Clone Director: a paid staff person who is reminiscent
of the organization’s current leader, close but not quite.

The Opposites-Attract Director: a candidate who seems
to offer everything that has been missing, but allows the
board to neglect the things already going well.

The Everything Director: the person who promises to do
everything, and lets the board off the hook, which feels
like a relief at first and later becomes a relinquishing of
control, enthusiasm or responsibility.

The Great Let-Down: any person, capable or not, hired
to follow a beloved founder or longtime director, who
may never be able to live up to expectations.

The Personal Agenda Director: who is anxious to reshape
the organization in a different mold, and may allow
progress to be lost.

Dangers can be averted
through careful planning!

¢ Review and affirm the mission

e Develop a strategic plan

e [dentify solid reasons to hire a director
® Develop a job description

e Review and revise the board’s role

® Develop personnel policies

e List the needed characteristics and skills
® Appoint a search committee

e Interview candidates

® Check all references

e Establish an evaluation system

® Agree on a firm contract

° Communicate!
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that a new staff person is not
overwhelmed by directions from
many different board members. It
is not easy to establish a totally
efficient collaboration, and both
training and talking can help.

Creating Collaboration

Before paid staff was hired, the
board may have been accustomed
to working as a whole and shar-
ing information in a somewhart
informal way. Once the director
is hired, it may be more effective
to work in committees on partic-
ular assignments. The essential
comimittees are:
® Executive (to make decisions in
the absence of the full board and
coordinate the work of commit-

tees and the whole board).

e Finance (to review and be
accountable for budgerting,
and managing income, and
expense).

¢ Program (to recommend and
evaluate project work).

® Nominating (to assure reliable
perpetuation of the board).

Fund-raising (to plan with the
director for fund raising of all
types: individual, grants, cor-
porate and events and see that
fund-raising goals are met).

These committees should not
be expected to carry all responsi-
bility in their areas, but rather to
conduct initial investigations and
planning, then to take informa-
tion and recommendations to
the board.

The director should attend
board meetings, but not as a vot-
ing member. The director can
serve as an information source,
and will offer excellent perspec-
tive for the board in discussion.
Likewise, the director will proba-

bly be an important addition to
committee meetings. The dan-
ger, of course, is that there will be
so many meetings that the direc-
tor has little time for anything
else. Board and director together
need to work toward a schedule
that encourages open, informa-
tive communication, but does
not create a schedule solely of
meetings. The director should
not take minutes at the meet-
ings, or take on a “helpmate”
role, as it will interfere with
thoughtful communication and
also cause a subtle undermining
of the director’s leadership role.

The exchange of information
between board and staff is essen-
tial, and the simple fact that one
party in the group is paid will
make communication a more
formal operation. Electronic
communication can make this
much easier. The board can agree
to electronic messages from the
director on a regular basis (for
instance, weekly) for simple
updates. There might also be a
list serve, which would allow
electronic conversation between
board and staff at any time. If all
members of the board are com-
fortable with computers and e-
mail, this can be an excellent
way to stay in touch. It requires
discipline to not discuss every tiny
little issue.

When the new director is a
former board member, or was
the founder of the organization,
there is often a tendency to make
assumptions that everything will
just naturally work out. It is really
smarter to agree that some systems
should be established for true
board/staff communication and
collaboration. A small amount of
formality, particularly with an
old friend, can prove very useful
if and when any difficult deci-
sions or situations arise later.

This discussion of formalized
communications may feel offen-
sive to a small organization that
just recently was all volunteer.
Some people may wonder how it
could be possible to disagree
severely, or drop the ball on com-
munication when you are all
working hard toward a shared,
passionate belief. Yet, it’s the pure
passion of that commitment that
makes disagreement inevitable.
Feelings and emotions will always
be more fragile and tender when
everyone cares so much. Better to
be prepared to resolve issues than
to try to believe they won't arise.

The Public Face

In the early phases of growth,
particularly when a director is
hired, an organization needs to
begin paying more attention to
its public image. It is likely that
one of the director’s assignments
will be to enhance public recog-
nition of the group and its work,
and to increase publicity.

At this point, the organization
should determine who the pub-
lic spokesperson will be, and
adhere to that decision. All-vol-
unteer groups often spread their
public announcement assign-
ments among the members, giv-
ing an impression that “no one is
in charge here.” Once staff is
hired, it is wise to have a policy
that all requests for information
be directed to, and handled, by
the director. For major organiza-
tional announcements, such as
the hiring of a director, purchase
of a building, launch of a cam-
paign, or establishment of a new
program, the board chair would
be the appropriate person to
make the announcement. In all
other circumstances, the board
should agree that the director be
the primary spokesperson, not
the least because the director is
more accessible to the press.
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An organizational policy stat-
ing that the director is the offi-
cial spokesperson can offset any
tendency for individual state-
ments or inadvertent “leaks” to
the press. In the early days of the
transition to staff, board members
may have a hard time remember-
ing to pass information requests
over to the director. When a
statement from the board chair
or a statement on behalf of the
board is appropriate, the director
should first get the request and
then pass it on.

Over time, an active and
prominent director may come to
be more publicly associated with

particular, understanding what
everyone needs most. Listening
to those who have been in this
situation is good insurance toward

creating a great experience.

What directors like best
about a one-person shop

Independence
Deciding how to achieve goals

A sense of personal accom-
plishment

Being inventive and creative

Having some control over
timelines

What boards like about

having a director

® There’s someone else to do
much of the work

Someone else can share the
worrying

There’s hope for meeting dead-
lines and goals

It feels more professional

L]

The board learns new skills

The organization can grow

The product seems more
sophisticated

Listening carefully to the mes-

® Investing oneself in a passion-
the organization than board T — sages board and staff give each
members who have served other will be a clue to levels of
shorter terms. The director will ~ ® No time spent on supervision,  satisfaction and success with the
eventually develop a more con- evaluation, etc. situation. There are also con-
tinuous understanding of the crete ways to make certain all
organization, and in fact, a highly =~ What directors don’t like parties experience success:
effective director may be more  about a one-person shop ¢ Set benchmarks and evaluate
attuned to the media’s underly- @ It's lonely progress
ing curiosity than a board mem- ; , .
€ o ® No peers to share stress with ¢ Understand and articulate dis-
ber cantbes tinet roles
If and when difficult issues are ~ ® The only one to talk to is your
under public discussion, the board boss (the board) ® Meet frequently enough to
and director might se to . stay on track
d e choose . o Thereis always too much work .
schedule a meeting to determine
. g & to do ® Schedule an annual retreat
»gic stance and approa ;
2 Sialnp 0 S PP , . that encourages planning and
to the media, and to prepare ® It easy to getstuck in a rut SR
he director and a board b communication
the director and a board MEMOET o [¢ o6 easy for things to get
to work together on a public | ¢ Plan for the future
- Thi chhelpsthe oo
response. LIS approall b cips de - an ® Show appreciation to and
o . " ike
organization contro t'e media  Wha ards_ about not respect for each other
coverage, and clearly illustrates  having a director
who will handle future inquiries. ~ ® No time spent on hiring, super- ~ ® Encourage staff mentoring
vision, and evaluation
i . ) . Because the board was there
Creating a Good ® Communication is easier frst. it rimes seems that its
: , it sometimes se
Experience among peers ‘
members are responsible for cre-
L]

Hiring a new director, first time
or not, is like starting with a
clean slate: it’s a fresh, new
opportunity with the potential
for wonderful outcomes. Like
most of us, the board and the
director alike will be hoping—
even planning—for the best.
Success requires work and, in

Everything can be freeform
and inventive

There is less responsibility,
especially financial

There is less need for fund

raising

ating a productive environment,
but the longer the director is in
place, the more it becomes a staff
job. Some of the ways a director
can create a positive atmosphere
for board activity are:
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Sometimes the Director Comes First

n rare circumstances, and usually only once in an organization’s

life, the director may be in place before there is an active board.
While legal incorporation requires a board, the number of members
required by state laws can be a little as one. Some formal votes at
annual meetings are required and official oversight of documenta-
tion, but it is possible to have a very “hands off” board for years. In
some cases the director is the founder and has operated as a “sole
proprietor” type director for some time. Even more rarely, a project
director may be hired or appointed for a spin off project that grows
into an organization of its own. In these cases the board gathers
around the director.

This circumstance is probably the most challenging form for
organizational growth although it often appears to produce the
fastest, most reliable results. A director operating as an indepen-
dent agent has no one to report to, no grounding policies, no time
spent on communication, and no one to question activities. The
independent director can make split second decisions, change
directions, and flex as much as the projects require.

On the down side, there is no sustainability and little room for
growth in a board-less organization. As long as the director is ener-
getic and productive, it appears to work. When times get tough,
there is no back up.

Some independent directors never recruit a board, and therefore,
their projects may be limited by the director’s own life stages or pet-
sonal energy and attention. Other directors begin to see the need

Be absolutely clear what is
needed and what is appropri-
ate board involvement

Talk over difficulties when
they occur, not later

Show appreciation for the
board’s efforts

Understand what board mem-
bers want from the experience

Set high expectations for
board input

e Encourage participation but
be realistic if members must
limit their commitment

e Protect appropriate confiden-
tiality

e Communicate

for an institutionalization of the mission, and begin to assemble a
board around themselves. Often they will not even realize what
they are doing until a conflict arises.

For the board and the director, this type of evolving organization
presents special challenges and requires great sensitivity. While the
suggestions presented here are all important, the director-instigated
organization will also need extraordinary communication skills,
very clear vision and mission, reliable finances, and an understand-
ing that new board members over time may draw the organization
in broader directions.

At some point the founding director will leave the organization.
At that point, the strength of the board will be appreciated, as the
first hiring after the founder will be a very difficult job, and tends
to be more reactive than any other type of hiring. It is common to
find that the first director after the founder cannot succeed because
of comparisons (both positive and negative) to the past. This can
be very painful, not the least because the new director is often
someone trained or selected by the founder.

The best insurance with founder-led organizations is to create a
strong system of planning as well as incrementally increased board
responsibility while the founder is still in place, and to be particu-
larly careful to implement all steps of the hiring process when the
time comes, with no shortcuts.

® Provide learning opportunities

® Listen and welcome advice

by doing the following:
Board Job Descriptions ® Encourage mentoring
Just as the director needs a job
description, board members may
welC()lTl(-_‘ i wrll'{'t:n blu(:print f(}r
their participation. As the direc- @ Be clear about expectations

tor begins to handle staff assign-

for staff

e Follow strategic plan
ments, some board members may

feel useless and undirected. Thisis ~ ® Insist on staff work plan
a natural reaction to the director

L ]

stepping in: it is human nature to
feel pushed aside in such a situa-
tion, even when we have sought

roles and responsibilities
the assistance of professional staff.
This is a confusing and challeng-
ing moment, and requires care,
sensitivity and communication
from all.
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The board can participate in
creating a positive environment

¢ Create learning opportunities

Uphold contractual obligations

Learn about traditional board

e Concentrate on maximizing
appropriate board involvement



Contracts

While seemingly inconsistent
with a discussion on collabora-
tion and understanding, con-
tracts are actually an excellent
way to clarify assignments and
avoid misunderstandings later. In
the organization that encourages
mutual respect between board
and staff, the contract may work
well for both sides: a contract for
the director and a contract for
board members.

Most people are familiar with
contracts for employees and know
they should include:

e Work responsibilities

® Supervision: who the director
reports to, and who reports to
the director

® Expected work products
e Evaluation procedures
® Dispute procedures

e Agreements on hours and
weeks worked and time off

® Salary and benefits

It is also excellent to have a
contract for board members in
addition to the board job descrip-
tion, not simply to clarify the
supervision of staff, bur to spell out
other expectations and require-
ments:
® Board responsibilities

e Attendance and participation
requirements

® Committee assignments

¢ Fund raising and donation
expectations

® Terms of service and re-
appointment

e A code of conflict or values
statement

e A conflict of interest policy
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While this might feel strange at
first, board members often find
th.e contract rﬁs(]l\«'{:s C()nﬂicts HFIC]
makes accepting and declining
assignments far less guilt-induc-
ing. When board and director
work to intentionally spell out
their respective roles, they vastly
decrease the likelihood of misun-
derstandings, serious omissions in
work assignments, and duplica-
tion of efforts. The contracts
make it far easier to accept the
opinions and suggestions of oth-
ers, and to understand and appre-
ciate each individual’s input.

How Soon Can the
Director Raise His
or Her Salary?

One of the unreasonable stresses
to impose on a new director is the
obligation to “raise his or her
salary” in the first year. Not only is
it uncomfortable for an employee
who is a novice fund raiser to feel,
at heart, that the funds being
requested are “personal,” but it is
also a heavy load for a new staff
person to immediately face a sig-
nificantly increased fund-raising
goal. Boards can avert this situa-
tion by a number of means:

@ Seta long-term goal for hiring,
and gradually increase fund
raising over a period of years in
preparation.

Establish a cash reserve or line
of credit that can be tapped in
the first year or two of staffing.

Make additional board contri-
butions to bridge the short-

term gap.

Find a foundation or agency
that might grant a “capacity
building” grant for hiring.

e Take on a project that carries
staff salary funding which can
be incorporated in the direc-
tor’s job description.

However the funds are raised,
the key things to remember are
that the board should have a
plan for funding the director’s
salary in the first year or two at
least, and that its role and
responsibility in fund raising
continues. In fact, the board will
probably find that the percent-
age of its time on fund raising
actually increases as the director
takes over administrative work.

The board also must know
that the cost of staff is not salary,
benefits, and office expense alone.
There is also the need for contin-
uing education and networking.
Even the most well prepared
director will want ro attend some
conferences in the field, find
ways to increase skills, and par-
ticipate in networking opportu-
nities. These ultimately benefit
the organization as well, by iden-
tifying partners, raising the level
of skill and professionalism, and
increasing visibility. The costs of
these activities must be added to
the budget and considered a part
of the expense incurred by hav-
ing staff. The time and money
spent on such involvement must
be watched closely, but a certain
amount of training and network-
ing is advantageous all around.

Who Does the Work?

There are different schools of
thought on the delineation of
board and staff assignments, but
the size of the organization is the
basic determinant in assignments.
The all-volunteer organization
often has no delineation among
tasks, making a free-for-all. The
large, well-staffed organization will
find it practical to create very clear
delineation of tasks between board
and staff since board members can
be “saved” for the tasks only rhey
can perform. These boards often-
times have to learn to refrain from
trying to do the staff’s work.



It is easier to understand how
all-volunteer and highly staffed
organizations operate. In between,
where the single-staff organiza-
tion lies, is the tricky spot, where
idiosyncratic job descriptions may
spring up. The director of a one-
person organization will have to
be a jack-of-all-trades to a cer-
rain extent. As much as the
board and the director both will
want to allow some specializa-
tion, it is just impossible to have
a narrow definition of assignments
for this position. Occasionally,
when specialties are absolutely
necessary, the organization may
hire consultants, but budget
restraints may preclude much of
this outsourcing.

Most directors in the one-per-
son shop find they develop new
skills very quickly. If they have
the personality to remain happy
and productive in such a situa-
tion, they begin to spread them-
selves over a vast array of tasks.
As much as this is essential, it
can also be detrimental. Eventually
if the organization begins to
orow, the director may find it
frustrating to pass over tasks to
new staff and, even worse, may
lose the capacity to concentrate
intensely on
assignments. It is important that
in filling a broad range of needs,
the director does not lose the
capacity to complete complex
demanding assignments.

The basic—if simplistic—
guideline for delineating board/
staff responsibilities is this: The
board is responsible for the future.
The staff is responsible for today.
Any decisions that will have long-
term impact on the organization
and its sustainability are poten-
tially board matters. Any decisions
that will assist in accomplishing
immediate tasks, but not necessar-
ily restrict or enhance the organi-
zation’s activities in the future, are

single narrow

more likely to be staff decisions.
While this is obviously a simplistic
approach, it may help in figuring
out sticky situations.

The board is responsible for
governing the organization, and
this includes:

e Reviewing and affirming the
mission.

e Setting the goals and values of
the organization.

e Setting policies and other
guides to decision making and
activity.

e Governing the organization.

e Hiring, evaluating, firing and
or advancing the director.

Assuring the financial stability
of the organization, including
participation in fund raising.

The director, and any other
staff, is responsible for:
* Implementing the decisions of

the board.

e Conducting the tasks neces-
sary to meet goals and achieve
the mission.

e Performing all day-to-day
activities of the organization.

o Hiring and supervising staff
other than the director.

e Working within the budgetary
guidelines and standards estab-

lished by the board.

The unwritten rule in all orga-
nizations is that the board and
staff have the capacity to make
each other more effective. By
collaborating at a high, respect-
ful level, together they can
achieve both the short- and long-
term goals of the organization.

One of the current manage-
ment gurus is John Carver, who
advocates a strong policy-orien-
tation for boards and has written
extensively on the subject in his

book, Boards that Make Things
Work, and his many instructional
materials. He has made discus-
sion of “ends and means” a
determinant of nonprofit man-
agement today. Carver’s theories
are clear cut and attractive, par-
ticularly to boards with a vast
array of issues to consider.

But for the tiny one-staff orga-
nization, Carver’s model will be
too cut-and-dried. The larger
group of individuals who make
up the board will have the small-
est “to do” list and the sole staff
member will be burdened with a
growing, overwhelming list of
assignments. For these very small
groups, some middle ground
must be found between the
Carver model and a freeform vol-
unteer-driven organization. Board
members are still the work force,
albeit volunteers, in these small
organizations, and therefore they
can fill many roles, as fund raisers,
event planners and workers, and
program advisors. They can even
fill staff-like assignments such as
publicity, scheduling, and office
workers. They must use their
judgment so that helping on these
tasks does not become a tool for
undermining the director, but
they also must accept the fact that
one person can’t do everything.

It is important that board
members recognize that they wear
both governance and volunteer
“hats” and that they remember
which one they are wearing at
crucial moments.

In the one-person shop, flexi-
bility and communication are
absolutely essential. So are
respect, confidentiality, and wise
use of time.
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Who Does What?

Despite the best planning, an
organization in transition needs
some ability to fill in, be flexible,
and respond to new discoveries
during the process. For instance,
some boards may choose to take
the logical step and develop a
strategic plan before hiring the
new director, but other boards
might feel it is more respectful
and more practical to hire a good
candidate and use that person’s
skills in helping develop the plan.

Although the director techni-
cally reports to the board, on
these volunteer assignments, the
board members will reporrt to the
director. They are really filling
in, where a larger organization
might have staff. The flexibility
necessary for such an arrange-
ment is highly dependent on
communication, role clarity, and
understanding, plus a willingness
to see what will work.

As the organization grows,
staff may handle some of these
assignments, but the board would
probably find that a committee
structure provides the oversight
and communication it has come
to expect. At no point should
the board be in the dark about
what is happening, but gradually
paid staff will handle more and
more of the day-to-day assign-
ments. In a more corporate
model, the board would simply
let the staff know the goals, and
the limitations to their work
styles and choices. In a very
small organization, more hands-
on involvement is essential just
to get the work done.

In reviewing this scenario, it is
clear thar the board is learning as
it goes. Planning works because
the board members know what
they want for a vision, and they
grasp the “big picture” compo-
nents. When the board gets down
to the rasks necessary to achieve
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results, the director can step in
and offer suggestions that are
practical and will work with his or
her skills. For everyday activities,
if the board members help out due
to individual expertise, the direc-
tor will oversee their involvement.
In a sense, this system allows for
the checks and balances that are
often difficult to achieve in a very
small organization. But it also
requires a clear understanding of
roles on everyone's part. The
board members need to remember
when they are making decisions in
a traditional board mode, and
when they are pitching in as vol-
unteers or unpaid employees.

The Director’s Job

In the very small organization,

the direcror will have more hats

to wear than can be imagined. If
work needs to be done, the direc-

tor is the one to do it or find a

volunteer to do so. In the long-

term scheme of organizational
development, the job will likely
evolve in this manner:

1. The director is hired, perhaps
even part-time, after the board
has run an all-volunteer orga-
nization. Chances are good that
some members may not even
be convinced that a staff per-
SON 1S necessary.

2. In the beginning, the director
may occasionally have extra
time, and may find it possible
to be imaginative in develop-
ing new outreach, program,
and networking opportunities.
Like a fisherman early in the
morning, the director may set
out many lines.

3. As it becomes clear that the
organization is accomplishing
far more than previously possi-
ble (and the quality of work
has improved due to regular
time investment and a profes-
sional touch), an increasing

The Lakeside Preservation Organization

he following scenario suggests how boards and their
newly-hired staff person might work together to
accomplish different tasks.

The Lakeside Preservation Organization has functioned as
an all-volunteer organization for several years, but finally
decides to hire a director when a grant is received for a com-
munity education program focused on protecting and reivig-
orating historic downtowns. The board writes the job
description for the new director, advertises, and then selects the
first director. The same day it offers the job, the board votes on
personnel policies, and decides the executive committee should
meet with the director monthly, between full board meetings.

Realizing they are a bit disovganized, board members decide
to conduct a strategic planning session with the new director on
board. At the meeting, the director does a lot of listening, but
offers to write up some of the plan for review at the next ses-
sion. As they get past the loftier, visionary ideas and begin to
discuss some of the nitty-gritty work that is necessary to
achieve their goals, the director speaks up more often. She is
concerned with her time and ability to meet very ambitious
expectations.

Through heated discussion, all begin to see that while board
members can envision the results they want, they really will
have to allow the director to do the preliminary work in ways
that are effective for her, considering her skills and experience.
After all, that’s why they hired her. But meanwhile, the board
sees that the divector does not have the contacts necessary to
solicit contributions from community leaders. Board members
step up and offer to make introductions, go on fund-raising
calls as teams, and solicit the larger contributions.

The director then offers to develop a community-wide mail
campaign to raise grassroots support. The board and divector
work together on the budget, and see that the combination of
a few major gifts and a wide array of smaller gifts should make
success possible.

The work to accomplish the community education goals,
plus establishing an administrative structure, appears fanly
daunting. A few board members offer to continue work they
did in the pre-director days: one offers to write press releases if
the director will provide the necessary information and give
him several days notice of deadlines. Another board member
offers to talk with legislators about the project to continue the
advocacy work that got the organization the initial grant. The
divector lets the board know that she has several contacts in the
preservation community and will set up a community meeting
to create a network.



Board/Director Cooperation

The Board
® Set policy

® Hire director

¢ Evaluate, promote and dismiss director
® Assure financial stability

® Participate in fund raising

e Advocate for the mission

® Be accountable for financial decisions

® Review and affirm the mission

e Set goals and guidelines for operations

® Conduct long-term planning

The Director

e Implement policy

® Design and run programs
¢ Hire and manage staff

® Evaluate, promote and dismiss staff

® Operate financially stable organization

® Adhere to all legal and tax requirements

® Communicate in a timely fashion with board

® Represent the organization to the public

amount of work comes to the
organization. Grants may
increase, and along with them
the burden of more programs.
This is precisely what the board
had hoped for, but the director
now finds it necessary to run
programs, answer phones, man-
age finances, write grant pro-
posals, develop public relations
and publicity materials, raise
money, learn on the job, and
communicate with the board.
Things get busy.

4. The director seeks more and
more ways to do the job with-
out hiring staff: adding more
technology (everything from

fax and copier to palm pilots
and voice mail), getting a
student intern, contracting
with professionals for short-
term assignments, and asking
for more volunteer help. The
board members may have had
a vacation since the days when
they had no staff, but they now
begin to do more volunteer
work again.

5. If the escalation of work contin-
ues, the contracts begin to add
up, the board members feel
overworked (again), and the
director begins to feel over-
whelmed. A decision must be
made: more staff, or scale down.
Either way, the cycle revolves.

Through this five-step picture
of growth, it becomes clear that
the one-person shop still has to
accomplish the wide array of tasks
that any small or large organiza-
tion must. The director is forced
to find ways to do the work or get
help. A jack-of-all-trades direc-
tor will probably do the majority
of the following tasks:

1. Program development and
implementation

2. Planning

3. Keeping the books

4. Publicity and public relations
5. Fund raising

6. Board management

7. Volunteer recruitment and
management

8. Office management

9. Professional networking and
communication

This list evolves with the life
cycles of the organization. For
some directors, doing all this is
heaven. For others, it is an
impossible frustration. For the
board, it is important to be alert

to the conflicting signs of over-
work and unhappiness, since it
often appears that more staff is
needed when in fact it is only
true that the current director is
not well suited to such a multi-
phased job description. Before
adding more staff, the board must
identify the real problems. The
minimum requirements for good
job performance include program
development and implementa-
tion, publicity, fund raising, vol-
unteer management, and specific
tasks set out by the board in the
job description. Other assign-
ments can be implemented in
partnership with the board and/
or contracted out.

Program Development
and Implementation

At first the board will think it
wants a director who is an expert
in historic preservation. After
the director is hired, board mem-
bers will wish they'd hired some-
one with administrative skills. In
fact, many board members want
a director so they can be relieved
of the tedious management tasks
associated with a busy growing
operation. They want to con-
tinue working on the projects,
which is where the fun lies.

The director candidate, on the
other hand, is probably attracted
to the job because of the mission
and projects. Someone who has
spent years preparing for work in
historic preservation, has interned
with an organization or two, per-
haps studied for a graduate
degree, and who may have worked
as second-in-command at another
organization is not going to be
happy if the board members race
out to do the projects and leave
the director at home with the
phone and the fund raising. This
is one of the things the board has
to deal with before hiring.
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If a director is needed to run
the organization, and the job
description includes project work,
some of that interesting material
must be relinquished by the vol-
unteers. In fact, the trouble may
be deeper: the new director may
believe the work should be done
differently than the board was
doing it before.

If the board hires a professional
with experience and training,
that person must be allowed ro do
the job. Conflicts must be con-
fronted immediately and the roles
and responsibilities spelled out.
Hopefully the director has strong
interpersonal skills and can also
understand the complications of
relinquishing control by the
board. It will help if board meet-
ings can include designated time
for discussion of projects, and the
director can lay out specific areas
of work where board members
and volunteers can be useful.

Later, when the work is prolif-
erating, the director will be
happy to have help. It may also
be useful for the director to pro-
vide some training and work-
shops for board members. These
provide means for upgrading and
focusing board participation. If
there is a great deal to do, the
board members can choose to
establish teams of volunteers and
head these up, creating an addi-
tional level of expertise and a
new work force.

If the director feels that the
job is structured to keep him or
her out of the field, that may dis-
courage the director from staying
in the position. An organization
that can not hold on to a quali-
fied director needs to look care-
fully at the job description and
the actual job as it plays out: are
the skills of the director being
used, and is the work really
reflective of the job description?
If not, why not? Discrepancies
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between job description, expec-
tations of the board, actual work
by the executive, and satisfaction
on both sides are most common
in first directorships but can be
avoided or resolved through
communication.

Planning

Every organization and director
can be very busy without a plan,
but it is difficult to create a
mature, sustainable, and produc-
tive organization without one. As
much as board members enjoy
getting “their hands in the dirt”
and being involved in the proj-
ects and programs of the organi-
zation, they need to realize that
their true responsibility is to cre-
ate the framework for that activ-
ity. The framework is the plan.

A highly sophisticated plan-
ning process is probably not neces-
sary the first time a board creates a
long-range plan, but a logical,
facilitated process will produce
more reliable results than a hap-
hazard listing of activities. Much
has been written about organiza-
tional planning for nonprofits,
and some excellent, simple plan-
ning guides are available. The
board and the director should
review the possible processes and
together decide how to proceed.

Basically, the plan must include
review and reaffirmation of the
vision and mission of the organi-
zation, a review or assessment of
its current situation and environ-
ment, a listing of the needs to be
met, short- and long-term goals,
and finally the action steps to
accomplishing the goals. An eval-
uation process established during
the planning process will assure
continuity of the process.

A board will find that the
planning process is more success-
ful if some of the work is con-
ducted during a retreat or at a
location outside the usual meet-

Hints for the Strategic

Planning Process

® (et a facilitator

® Set goals for outcome and timing

® Start with the mission and work toward tasks

e Be inclusive

¢ Survey weaknesses and strengths first

® Consider external forces

® Be realistic but courageous

e Keep the Big Picture focus

® Listen to each other

ing environment. The change of
scene helps participants stretch
in different directions and stay
more focussed on the task, while
thinking in broader terms. A
long-range plan is very much the
work of the board, with the
director offering facilitation and
information. A short-term plan,
which may be more of an imple-
mentation schedule, is the work
of the director (and staff, if there
are any others) who then deliv-
ers a draft product to the board
for review. The smaller and more
informal the organization, the
more overlap in roles.

It is very tempting for a director
to interfere with the board’s plan-
ning process, and yet that interfer-
ence can ultimately weaken the
plan. Assuming the role of infor-
mation-provider rather than influ-
encer is wise. If the work plan
heads in seriously alarming direc-
tions, naturally the director should
speak up. But often the process
resolves itself and the board finds
its way to a strong logical plan
despite some bumps in the road.
The director can be on the look-
out, but try not to interfere.



A written plan provides action
steps, which then vyield criteria
for future evaluation of the direc-
tor’s performance, the board’s
assessment of itself and organiza-
tional success. Planning should
be viewed as a continual process
of renewal and assessment for the
entire organization.

Keeping the Books

In financial matters, the checks
and balances must be clearly
defined. The board will find a
two-signature checking system
reassuring, but may also want to
contract with an outside book-
keeper for routine financial mat-
ters. It is not wise to have the
individual —authorizing
expenditures, writing the checks,

same

and reviewing the books. The
board finance committee should
establish the procedures neces-
sary. If grants have been obtained
for program work, an audit (or at
least an outside compilation)
should be conducted regularly,
perhaps in alternate years. As the
organization andfor its budget
grows, that audit might become
an annual activity.

The board treasurer should
meet with the director on a regu-
lar basis to review both proce-
dures and income and expense
items. The finance committee
should receive monthly or quar-
terly reports, and the full board
should get a financial report at
each meeting. None of these
have to be discussions that take
up the whole meeting, but the
board needs to understand that it
is ultimately responsible for the
organization’s  finances and
behave accordingly.

Even if the director has check-
signing authority, the book-
keeper or board treasurer should
make payroll payments. When
such arrangements are estab-
lished as policy for the organiza-

tion, it is no indication of distrust
on the part of the board. It also
provides good back up when
individuals are unavailable.

For fund-raising income, the
organization should also have
the two-person arrangement. If
the director will be processing
thank yous and updating the
database, it will be important to
have the contributions opened
and recorded by a different indi-
vidual. Nearly all nonprofits
make copies of checks in order to
keep accurate records on donor
names and contribution amounts.
This is doubly useful in the small
shop, where the same person may
be handling nearly all the records.

Publicity: Getting

the Word Out

Some small organizations are lucky
enough to have a public relations
specialist on the board who helps
with publicity. More often, the
director has, or develops, the skills
to write press releases, contact the
media, and produce the organiza-
tion’s newsletter. In fact, the typ-
ical director of a one-person shop
usually needs program knowl-
edge, a bit of public relations and
fund-raising experience, and a
strong dose of nerworking skills.
Public relations is the first skill to
develop after program and mis-
sion commitment.

Another aspect of publicity is
serving as public spokesperson.
The jack-of-all-trades director
will probably need to make pub-
lic appearances and presenta-
tions, speak in small gatherings,
and communicate with political
figures. A board member or two
may be able to help on these
opportunities, but in many cases
it is the director whom people
will want to meet.

When an organization is
launching a major campaign or
project, it may be extremely
helpful to contract with a mar-
keting specialist who can design
a conceptual approach. This can
then be implemented by the staff
person in a systematic way, assur-
ing low cost, manageable tasks,
and sophisticated planning. This
type of project is petfect for pro
bono service, and could even
lead to a long-term association
with a marketing specialist.

More routine assignments such
as press releases and newsletters
can be handled by a staff person
with a modest exposure to public
relations work and objectives. As
Richard Beamish writes in his
primer on grassroots publicity,
“good communications tend to
come naturally if you put yourself
in the place of the ‘audience’ you
wish to reach.” The director
selected to run a one-person shop
will probably have this ability to
understand the audience’s inrer-
ests, simply through the board’s
diverse criteria for the job, and
therefore publicity may be one of
the easiest tasks to incorporate
with directorship.

With basic software it is possible
to produce an in-house newslet-
ter easily and at low cost. In
addition, many organizations are
finding that an e-mail newsletter
is read by those people who are
most interested in the work of
the organization. If the newslet-
ter is seen as a marketing device,
a membership enhancement, or
preliminary to expanding the
fund-raising base, the e-mail
option is less likely to work. Only
those people who are already
captured as enthusiasts will open
and read the message.
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Fund Raising

Raising the money needed for
the organization’s projects and
operations will undoubtedly be
one of the director’s major assign-
ments. In fact, the very reason to
hire the first director often
revolves around fund raising: the
organization needs more money,
the board members are tired of
raising it, new ideas are needed,
and the skills of the amateurs on
board simply are not sophisti-
cated enough to produce suffi-
cient funds.

Again, the common board
complaint when fund-raising
issues arise is, “I thought that was
what we hired the director for!”
If the comment is made seriously,
the time is right for a discussion
of roles and responsibilities. It is
essential that board members
understand that hiring a director
does not relieve them of fund-
raising responsibilities entirely,
but rather allows them to con-
centrate their efforts in the most
appropriate and promising areas,
while a staff person does the
other parts of the work.

Most fund raising for small and
moderate-sized nonprofits cen-
ters on four activities: asking
individuals and businesses for
gifts, conducting a mail campaign,
writing grant proposals, and
sponsoring events. Among a
board of 10-15 individuals and a
director, it is likely that skills
necessary for all these activities
will be represented: the chal-
lenge is to make certain the right
people do the right jobs based on
their skills and relationships.

Asking Individuals

and Businesses

While this is the most feared of
all fund-raising tasks, it is also
the most promising. There is no
better way to elicit a maximum
gift from an enthusiastic supporter
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than to ask personally for a spe-
cific amount. The “ask” is always
more effective if a friend asks a
friend, and that is where the
board members’ qualifications
excel. Some people are experi-
enced with personal solicitation.
They can be a tremendous asset
to the board by conducting some
of the solicitations, by accompa-
nying less experienced solicitors
on calls, and even by offering
informal training sessions for their
fellow board members.

In the absence of experienced
board members, the director must
make it his or her business to
learn about solicitation and then
train the board. When everyone
is a novice, an excellent approach
is to invite a well-known fund-
raising volunteer in the commu-
nity to speak to the board:
someone who has learned the
skills and had success with solic-
itation and who can speak to the
very issues that concern the
board. It is also helpful to invite
a philanthropist to talk with the
board about the motivations and
rewards of giving, as so many
people think fund raising is
uncomfortable because it feels
self-serving. When a donor talks
about his or her personal sense of
joy in helping a project succeed,
the board members will get the
message and feel much more at
ease in asking for a gift. In help-
ing them understand why people
give, it also may change their
attitudes about fund raising for
the organization.

In all such training moments,
it is important to recognize that
information delivered by an out-
sider is often a lot more palatable
than information delivered by a
fellow board member or, worse,
the director. Remember to thank
an outside speaker or coach: this
can be difficult in the midst of
board members learning some-

thing new and uncomfortable,
and the director feeling like a
novice when he or she is used to
being the professional. [t's easy to
bog down in the social and emo-
tional confusion of the session
and neglect the trainer. Pay atten-
tion: the gift of teaching fund-rais-
ing concepts and skills may be the
greatest contribution received.
The direcror carries a lot of
clout and can be an effective part
of the solicitation, but a volun-
teer/donor/board member always
has more emotional impact on a
prospect. The director, on the
other hand, can provide the reas-
suring accountability and pro-
grammatic detail that donors,
especially at higher levels, want
to hear. Board members will do
well to accept this fact and not
try to continually push the direc-
tor to do the asking alone. Often
board members have been
selected because of their connec-
tions, professions, work, or family
associations. They should accept
the fact that these connections
are part of the valuable personal
assets they can offer the organiza-
tion, and in accepting a place on
the board, be willing to use them.

Mail Campaigns

There is hardly a nonprofit today
that does not conduct some sort
of mail-based fund-raising cam-
paigns. Oftentimes, the first
mailing or two is targeted to raise
funds for a specific project, to
avert a crisis, or to achieve one
narrowly-defined goal. But as the
organization matures, mail cam-
paigns will probably form the
basis of annual fund raising.
When the director is hired, that
annual source of funds becomes
essential as it provides operations
support and continuity that pay-
roll requires.



Before the director is hired,
the board will probably find a
mail campaign fairly simple and
straightforward. In fact, it looks
particularly attractive because it
takes the pressure off more
“scary” assignments like personal
solicitation. Boards
develop mailing lists, keep a
modest database, record gifts,
and send out thank-you notes.
With luck they raise their goal
and see some incremental increase

typically

every year as their projects and
organization gain more visibility.

If the organization has a mem-
bership or is seeking to develop
one, the mail campaign will
prove essential. However, boards
without directors tend to lump
membership appeals and tradi-
tional
together in a single request for
funds. This will work for some
time, but will eventually level off
at a fund-raising yield that is far
below the amount that could be
raised by separate membership
and annual appeal efforts. The
guideline to remember is that
memberships serve the members
first, the organization’s mission
second; annual appeals serve the
organization and its mission first,
with the donor receiving only
appreciation in return. Because
this is complex and fund-raising is
among the least favorite board
activities, the director-less organi-
zation will often have a primitive,
single-message mail campaign.
The new director can separate
the mailings, make a more
sophisticated membership pro-
gram and a more productive
annual appeal effort.

When the director is hired, all
this fund-raising, membership
raising and prospect acquisition
is a natural task to pass along. It
improve-

annual fund appeals

requires
ments and far less personal input
than direct solicitation. The staff

systematic

person will easily take care of all
mechanical aspects of the cam-
paign: establishing and main-
taining a good database, drafting
and printing materials, ordering
supplies, scheduling tasks, and
generating acknowledgments.
The board can inject its own
work at various points in the
process, and can improve the mail
campaign dramatically through
small but very meaningful input:
Most effective uses of the
board’s time and abilities in a
mail campaign include:
® Expanding the mailing list
through brainstorming and
contributing personal lists.

® Drafting or editing the fund-
raising letter.

e Writing personal notes at the
bottom of letters to friends.

o Following up letters with
phone calls.

® Writing thank-you notes or
making thank-you phone calls.

The key criteria here is that
board members do the rasks that
benefit most from their per-
sonal associations and emotional
involvement in the mission. The
director does the tasks that
require systemns, research, materi-
als development, working with
printers, and other technical,
time-consuming assignments.
While a board member who offers
to help on these rasks would
probably be much appreciated,
such an offer should not be a
replacement for more personal
board input.

Whereas the board may have
found a simple database system
easiest for storing information on
gifts, a staff director will find that
fund-raising software is very use-
ful in keeping effective records.
The director will be managing a
somewhat more complex fund-

raising process, and will have o
keep track of board members’
assignments as well as income;
fund-raising software makes this
possible. It also provides a guar-
anteed way to continue accurate
record keeping as staff individu-
als come and go, the staff grows,
and other maturational changes
oceur in the organization. Rarely
does a board want to use fund-
raising software before it hires a
director, and rarely does a direc-
tor not soon feel the need for
flexible management of fund-
raising data.

Grant seeking

The one fund-raising assignment
that is nearly 100 percent staff-
appropriate is grant writing and
seeking, along with the prelimi-
nary research that makes the
application process more power-
ful. Any director in a small shop
who does not have grant pro-
posal writing experience or train-
ing should get it, either through
workshops, mentoring, or by read-
ing. [t is a simple, straightforward
process that relies on good plan-
ning, decent efficient writing,
and systematic approaches. A
director can learn this and put it
in practice quickly.

Like the division of labor
between board and director in
mail campaigns, grant seeking
can be sorted into administra-
tive work and personal clout.
Here, the balance is about 95
percent administrative. Board
members should be asked if
they have connections with
any foundation board members,
and if they can make introduc-
tions or write letters of endorse-
ment, but for the most part,
foundations will consider pro-
posals based on the written
request. In the highly personal
realm of fund raising, govern-
ment grants are the most imper-
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sonal form of grant seeking.
While connections can help,
proposals can also do very well
without them.

The danger here is that board
members will be swept away with
the thrill of potential grants and
assume that sufficient funds can
be raised in this way and personal
solicitations and mail campaigns
are secondary. This is entirely
untrue. The board should view
grant seeking as an enhancement
of other fund-raising efforts. The
fact is that strong local support
will be a positive factor in many
foundations’ decisions to support
a project.

When organizations face hard
financial times, the board often
will step up its demands for the
director to “write more grants.”
This is detrimental in many
ways. For one, grant seeking is a
long process and unpredictable,
so hoping for a grant to save the
day is dreaming. For another,
such instructions to the director
give a subliminal message that
resolving the financial stress is
the responsibility of the director.
Directors are not hired to get the
board off the hook: they are
hired to implement the mission
through the wise guidance of the
board. Financial pressure is one
of the aspects of nonprofit man-
agement that most strenuously
underlines the need for partner-
ship between board and staff.

Events

If grant writing is a fund-raising
task best left to the staff, running
special events is the task best left
to the board and volunteers.
Generating really significant
funds for an organization through
a special event of any sort is a
huge amount of work. [t is almost
always cost-efficient only if vol-
unteers carry out the bulk of
planning and implementation.

R T I R I I AR Y
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As the first director is hired,
boards often will see special
event planning as one more
onerous task to be passed along,
but this is a terrible decision from
a budget point of view.

For any organization thinking
of asking the director or staff to
manage a special event, try this
exercise: ask volunteers from the
previous year’s event to tally the
number of hours they spent on the
tasks now being asked of the direc-
tor. Figure the director’s hourly
salary plus benefits. Multiply the
two. Ask whether the event is
still as valuable to the organiza-
tion if that expense is deducted
from the ultimate profit. In some
cases, organizations will find that
events become money losers, or
at least a wash, when paid staff
take over management.

If the board is unwilling to
continue running an event as an
all-volunteer activity, and if other
volunteers in the community do
not step forward to help, the
organization should consider
eliminating the event. Some
new directors find their jobs,
which originally were project-
and mission-oriented, more than
half occupied with event man-
agement. This is financially
unwise, and discourages the new
employee’s interest in the work.

In sum, board and staff cooper-
ation can drastically increase
fund raising for an organization
in a short period of time. The
delineation of tasks is this:

® Personal, high level solicita-
tion: board, with some staff
assistance

® Mail campaign: staff, with
some board assistance

® Grant seeking: staff

e Events: board with volunteers

Board Management
While it might seem inconsis-
tent to say that the director has
board management responsibili-
ties, it is true. The director will
never truly “manage” the board
—that is the board chair’s job—
but the director is a valuable
source of professional informa-
tion for the board, providing the
means for board evolution and
maturation. In an organization
that has been all volunteer at
first, the board may look to the
director for advice and informa-
tion on board responsibilities,
governance models, and delin-
eation of roles. The board must
be clear in what it asks for, while
the director must draw the line
berween offering information
and giving instructions or direc-
tions. This balancing of roles is
tricky, but can be a collaborative
effort toward building a stronger
organization.

An odd twist on this balancing
act is that the director will some-
times have far more experience
that a board chair, and can offer
on the job training for the novice.
This requires great diplomacy and
care from the director, but often
can result in a strong team and a
highly productive chair.

In the course of the job, a
director running a nonprofit
office will receive information
about many management and
growth opportunities. Typically,
the enthusiastic director will
absorb this sort of material, learn
what options exist, and observe
the growth and change of other
organizations. Board members
will have far less exposure to
these learning opportunities. A
director can provide this sort of
material to the board. For
instance, when the board ques-
tions its role, or considers strate-
gic planning, or wonders aloud
how involved it should be in



designing policy or plans, the
director can suggest external mod-
els, reading and training opportu-
nities, or other approaches. The
director can provide newsletters,
workshops, and videos. Hopefully,
the director will offer an unbiased
selection of choices, and the board
members themselves will choose
their paths.

Beyond this informative role,
the director must learn to step
back and let the board manage
itself, under the leadership of the
chair. The real job of the director
is to run the organization, imple-
ment board decisions, and assure
achievement of the mission. The
job of the board is to plan for the
future, determine what should be
accomplished, and what the
parameters of behavior should be
in completing assignments. While
the board oversees and evaluates
the director, it cannot expect the
director to do the same in return:
the board must evaluate itself. In
fact, the board is where “the buck
stops.” The director can do a lot,
but not save the board from itself.

When the new director is
hired, the best insurance that
this balance can be maintained is
in creating respectful, thoughtful
communication. Game playing is
detrimental in any organization,
but in one with a single-staff
member, it can be disastrous. The
board needs to spell out its expec-
tations and its needs as well. It
should be understood all around
that the maturing organization
would naturally have a board
that could well use advice and
support for its own growth and
development. The director needs
to establish a working relation-
ship that allows him or her to lay
out options, pros and cons, for
the board, without manipulating
its decisions or behavior.

Volunteer Recruitment
and Management
Before hiring a director, board
members may have considered
themselves to be the primary vol-
unteer corps of the organization.
While additional volunteers
might be useful, boards without
staff often do not have time to
recruit them, or the knowledge
and skill to train them. With the
addition of a paid staff member,
the organization positions itself
to add many more volunteers.
The director’s job may mush-
room quickly to more than one
person can handle, and added
volunteers will be the answer to
accomplishing many tasks.
Volunteers do take considerable
“care and tending.” Sometimes it
is hard to determine if they are
worth it because the flexibility
they enjoy can create many frus-
trations for the board and direc-
tor. But with a good organization
system, and a firm effort to keep
the job work-oriented and not
personality-directed, volunteers
can vastly expand the level of
accomplishments. In fact, a direc-
tor who is trying to accomplish
more than is humanly possible
for one person will find the tri-
umvirate of effort created by
board, volunteers, and director
to be highly productive.
Another benefit of fostering
volunteers is in building the
future of the board. The greatest
testing ground for potential
board members is in the volun-
teer corps. By offering diverse
assignments to helpers who are
committed to the mission and
reliable in carrying our commit-
ments, the organization can
uncover talent, provide the
knowledge base and training that
will develop future leaders for the
organization, and expand pro-
grammatic reach at the same time.

Like board members, volun-
teers will do a better job when
the parameters of their work are
clearly drawn. Job descriptions;
timelines, expectations, and even
evaluations may be very useful in
maximizing their potential.

Some volunteers will be very
focused on their specific assign-
ments and will demonstrate early
on that they are not interested in
the broader vision of the organi-
zation. These volunteers often
stick with a group for years and
years, even a lifetime, and pro-
vide irreplaceable hours and
skills. They create a reliable core
and hold much of the memory of
the organization. It is up to the
director to recognize these long-
time advocates and workers, and
treasure them for all they bring,
even if they do not want to move
into leadership positions. The
director, with assistance from the
board, should develop good ways
to show appreciation.

There are other volunteers who
quickly demonstrate a curiosity
about the entire organization,
and an ability (and appetite) for
many different tasks. These are
the individuals who may grow
into board members. They can
be assigned to nonboard slots on
committees, to advocacy roles, to
leadership of volunteer teams,
and to challenging, open-ended
assignments. Occasionally one of
these volunteers becomes the
next staff person. The director is
the person who will have the
best opportunity to observe the
quality of these volunteers’ work,
and should be thinking cre-
atively abour their future.

A strong director looks for all
the ways to draw additional
human time, energy, skills, and
judgment into the organization.
Developing a volunteer system
will present challenges but will
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also be the key to accomplishing
far more than is possible with just
one staff person. It is time and
effort invested wisely.

Office Management

The one-person staff will con-
stantly face too much to do, too
little time. Every possible conve-
nience will help. Keeping things
simple will pay off, as the director
should concentrate on actions
that will make significant posi-
tive, forward movement. This
takes discipline.

It is all too easy to get bogged
down with day-to-day manage-
ment and routine. Answering the
phone, sending out routine infor-
mation, organizing files, and
other administrative tasks are
essential at some level, but the
sole director will be wise to lump
these activities together to avoid
dilution of effort which creates a
lack of determined action. If rou-
tine office tasks are piling up,
some possibilities exist besides
working nights and weekends to
keep order:
¢ Use technology to save time:

answering machines, voice

mail, fax, computers, organizers.

Providing the director is com-

fortable with these, the time

savings are significant.

® Contact a local college or his-
torical society to find a young
intern who might like to learn
on the job and get some
hands-on experience with the
organization.

Recruit a mature volunteer in
the community, through the
American  Association of
Retired Persons (AARP),
American  Association of
University Women (AAUW),
Service Corps of Retired Exec-
utives (SCORE), or the Retired
Senior Volunteer Program
(RSVP).
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® Call senior citizen centers to
find help on mailings, materi-
als preparation, etc.

® Contact local service clubs to
find retired members who
might like involvement with
your organization.

® Include a request for volunteers
in any press releases about your
projects.

® Contact corporations that
provide employee volunteer
SUPPOTt programs.

It's easy to imagine that, as
the sole employee, the director is
expected to do everything alone.
That’s not the case, and recruit-
ing help is not only a time-saver
for the director but builds public
visibility and enthusiasm for the
organization. Getting more people
involved is always a healthy move.

Professional and
Community Networking
Sole directors will quickly say
that isolation is the worst aspect
of their job. It takes an unusually
extroverted individual to identify
this problem and then not only
get out to meet others, but find a
way to incorporate that network-
ing in the job. In fact, many times
the applicants for sole director-
ships are people who feel more
comfortable in a quiet role: they
need to recognize and combat
that personality characterisric,
since visibility is a tremendous
need for small organizations.

The director should contact
local and nearby training centers,
community foundations, techni-
cal assistance programs, and col-
lege level management programs
to find opportunities to enhance
his or her skills, and also to meet
other small-shop directors. Also
reach out to other preservation
organizations at the local, state,
and national level. Look for men-

toring opportunities. This out-
reach is in addition to the con-
stant networking that is important
to keep up-to-date on preserva-
tion issues, fund-raising and grant
opportunities, and community
history and building projects.

The savvy director makes
many complex links within the
community and sees the way
other organizations will have an
impact on the preservation com-
munity, and vice versa. Commu-
nity organizing, planning and
zoning, education, even health
care all have impacts on the
preservation issues in a town or
locale. The director must keep
his or her antenna working con-
stantly to be informed about
everything going on.

It is difficult to measure the
effectiveness of networking and
yet the director who does not do
it will find success comes very
slowly. As a group makes the
transition from all-volunteer to
staffed, the community needs to
perceive the organization’s work
in a different light. The director’s
visibility, communication with
groups, and simple “showing up,”
will demonstrate the organiza-
tional decision to take leadership
in community issues.

Challenging Issues

As much as the board is anxious
to hire a director, it still will not
be easy. It is a huge transition
from all volunteers to staff-and-
volunteers. Making it more com-
plicated, the founder of the
organization is often still involved
at the time the first director is
hired—in fact, sometimes the
founder is the first director. The
complicated layers of emotion,
expectation, fear of failure, sense
of loss, anticipation, uncertainty,
and the plain dynamics of
change, make this a most chal-
lenging time in the life of the
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Danger Signs in the One-Person Shop

1. The board members keep saying “that’s what we

hired a director for

2. Just keeping the ship afloat....answering phone,
ordering supplies, setting appointments....takes
all the time and no REAL work gets done.

3. Things aren’t happening....Working alone may

be de-motivating.

4, Certain things are not done well . . . after all,

no one is perfect!

5. The director never asks for help.

6. The organization seems to take on the personality

of the director.

7. People in the community refer to the organization

by the director’s name!

organization. Even with solid
planning, communication, and
reassurance, there are likely to be
bumps in the road toward effi-
ciency and success. These bumpy
patches usually pop up unan-
nounced, at the most inopportune
times, such as the founder trying
to regain control just as a great
success is celebrated. The organi-
zation should prepare for this sim-
ply by doing as much right as
possible and communicating well.

Autbority

While the experts all say the
board hires the director, and the
director implements the board
decisions, it probably will not fall
into place that easily. As the per-
son who is in the office regularly,
the director will appear to have
more authority than the board.
Outsiders may go to the director
for decisions and actions that
would more appropriately come
from the board; in these cases,
the director has to defer, even if
it might be easier to “do it one-

self.” Only the board and director
together can make certain that
confusion, overlap, and misunder-
standing do not occur, by working
through written job descriptions,
communicating concerns, and
spelling out concrete action steps
whenever a project arises.

In particular, the chair of the
board and the director should
meet regularly, even once a week,
to inform each other of progress
and activities. The executive
committee should meet with the
director between regular board
meetings, and the board should
maintain its pre-director meeting
schedule or even increase it.
Hiring a director does not mean
it is suddenly possible to cut back
on meetings: if anything, more
are needed at first.

Trust
Trust can not be legislated or
administered, but the groundwork
for it can be laid through simple
planning methods. Expecting
clear, written documents of agree-
ment such as contracts and poli-
cies is a way of ensuring trust
while spelling out the criteria for
trustworthy behavior. The irony
of trust is that if the board and
director take all the precautions
needed as if there were no trust,
they will be able to let go and
trust each other implicitly.
Although not specifically, or
solely, a trust issue, the director
may be faced with unusual and
upsetting conflicts among the
board, between the director and
board, among volunteers, and in
other combinations. When the
board is involved, it is best for
the director to allow and encour-
age the board chair to handle the
conflict. That is part of the chair’s
job. If the conflict involves indi-
viduals who operate under the
leadership of the director, such as
staff, program or office volun-

teers or contractors, the director
should manage the conflict. If
the issue appears to be unre-
solved, or may have any public
impact, the director should inform
the chair of the problem and the
actions taken to resolve it.

Possessiveness

and Sharing

The organization in its early stages
is a fragile and treasured entity.
Many individuals will have their
hopes and dreams tied up with
the outcomes of all the projects
and activities of the group, and
will be looking for success in the
mission as a validation of their
own aspirations. This is a very
tough scenario for the new direc-
tor who perhaps has no emo-
tional baggage, just an ambition
to make positive change.

The board needs to understand
that letting go and allowing the
director to do the job is a crucial
aspect of protecting the best
things about the organization.
The director has to be sensitive
to the pride and hopes held by
the board. Even if the board
says in the interviews, “we are
exhausted and just need to pass
this on to a capable individual
and get a rest ourselves,” it will
have a hard time letting go.
Passions run high in young orga-
nizations, and it takes tremen-
dous care to avoid hurt feelings,
accusations, and even emotional
blowups. The reassuring aspect of
this is that the level of emotional
attachment is an indication of
potential hard work and determi-
nation: if everyone involved is
able to get through the initial
challenges, the passionate orga-
nization has the greatest chance
of success.
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Knowledge
The new director may have many
skills not held by the board, but
in most cases he or she will not
have the history of the organiza-
tion or knowledge of the commu-
nity that has allowed the board to
accomplish projects to this point.
To be successful, the director
needs to obtain all that knowl-
edge and a sense of how to use it.
An excellent first stage for
any new director is to meet for
informal interviews with each
board member, each top donor,
and perhaps other key individu-
als in the organization: a previ-
ous staff person, the bookkeeper
or accountant, the mayor, or other
community leaders. These infor-
mation-gathering meetings will
fill many bills: provide the neces-
sary information for the new
director, spell out in better detail
what the expectations for perfor-
mance are, and begin to create
strong working relationships
between all the parties.
Whatever the director learns,
this is the opportunity to develop
a sense of the organization’s his-
tory and better point to the
vision of the future. Ultimately
the director has to set his or her
own personal mission in the job,
and this information and the
relationships that evolve from it,
will determine the potential and
means for creating that mission.
As everyone knows, it is
entirely possible for one organiza-
tion to have two, three, or many
versions of its history. The direc-
tor may hear all of these things,
and will begin to assimilate the
stories while building a personal
understanding of the organiza-
tion. This is the beginning of
“keeping one’s counsel,” which is
so crucial in a one-person staff.
Not to belittle the vital role of
communication, but the director
must also develop the capacity to
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think his or her own thoughts
and opinions, weigh them before
speaking, understand the person-
alities involved, and make per-
sonal choices that are, hopefully,
best for the organization.

Conflicts of Interest

The likelihood of a conflict of
interest does not decrease with
the smallness of an organization,
town, or locale. In fact, there
may be evidence that smallness
enhances the likelihood of con-
flicts of interest. Where certain
individuals wear several hats and
when a small number of individ-
uals provide leadership in many
arenas, inevitably questions will
arise about appropriate choices,
influence, and behavior.

Once again, preventive medi-
cine is best. A conflict of interest
policy, developed and approved
by the board, will not only help
in assessing potential conflicts,
but will actually help in avoiding
the conflicts at all. Much con-
flict of interest is perceptual, and
the closer people get to the
situation the more difficult it is
for them to see things clearly.
Therefore, basic conflicts should
be described, and the circum-
stances leading to conflicts also
be spelled out. For instance:
® Board members should not

accept paying assignments

with the organization in nearly

all situations, and if such an

assignment is offered and
accepted (as it somerimes must
be in a small community), it
must be very carefully reviewed
and the greater benefits should
accrue to the organization, not
the individual.

® Board members may not vorte
on issues where they have per-
sonal or financial connections
or benefits.

Board members should not use
organizational knowledge or
information to benefit in other
work or personal circumstances.

® The director may not accept
paying assignments with any
competing or similar organiza-
tions.

® All specific information about
donors, fund raising, and con-
tributions is confidential and
remain

donors’ choices to

anonymous are always respected.

e [ssues about employees, con-
tracts, and payments are only
discussed in closed meetings and
are kept confidential afterward.

Communication
Strong communication is a
recurring theme throughout this
booklet. There are no substitutes
for discussing the issues of the
organization and in developing a
healthy, collaborative and pro-
ductive relationship between the
director and the board. Commu-
nication can and should take
many forms:
e Regular written, informational
memos from director to board
members.

® Attendance by director at the
board meetings with regular
verbal reports from director to
board.

® Regular verbal communica-
tion between the chair and the
director.

® Annual evaluations of the
director by the board, with
results reported in a timely
fashion to the director.

® Informational memos or alerts
from the director to the board
members as needed, with assur-
ance in crisis situations that the
information has been received
and reviewed.



e Copies of letters containing
essential information sent to
the chair, board
members, or others.

relevant

o Participation by board and
staff in any public or fund-rais-
ing activities.

e Board observation of organiza-
tional projects on an agreed-
upon regular schedule.

Top problems of organizations with

just one staff person:

1. Not enough money, and not enough fund raising.

2. Too much work for the director to do.

3. Board/director conflicts on roles and responsibilities.

4, Isolation between the director and the board.

With these forms of communi-
cation spelled our, and with
board members being involved
in activities on both a volunteer
and observer’s basis, it should be
possible to control any misunder-
standings. But when members
sense any confusion or discom-
fort in the board/director interac-
tions, it is always best to discuss
them sooner rather than later.

Consequences

With careful attention, the tran-
sition from an all-volunteer
organization to a single-staffed
organization can be highly suc-
cessful. As this booklet details,
the road will not be smooth and
effortless under any .circum-
stances. The challenge—and
to utilize
every opportunity to create posi-
tive outcomes.

As described earlier, the chal-
lenge lies in the fact that people
have to make changes in ways

the adventure—is

they do not anticipate. Hiring
the organization’s first staff per-
son is not simply a handing-off of
responsibilities, a straightforward
role creation, or an unemotional,
business decision. Board mem-
bers and the new director will
have to consider new issues,
make compromises, and stretch
themselves in unanticipated ways.

Financial Growth

and Need

Despite careful planning, the
financial implications of a paid
staffer can be overwhelming and
even unnerving to the board.
Along with the salary, benefits,
and office costs come the oppor-
tunities to expand programs, now
that the expertise, time, and man-
agement capacity are available.
While the board may start out
with a hard line on adding pro-
gram initiatives, the director will
often feel new program choices
are the correct way to move and
advance the organization, and the
board will be tempted. As current
programs become more effective,
directors will have to struggle
with these choices, weighing
potential community benefits,
despite their interest in control-
ling cost and risk.

The board must determine,
even before the director is hired,
how frequently the long-range
plan can and should be revisited.
Care must be taken to keep the
board involved in that long-
range planning, as it is the basis
of everything that happens in
the organization. Along with
determining the director’s role in
the long-range planning process,
the board must consider basic
governing roles: How much free-
dom should the director have in
selecting methods to meet mis-
sion goals? Should the board dic-
tate choices, or should the director
decide how to invest his or her

time! Will the director exert
leadership in broad organizational
terms? Will the board lead and
the director implement! The
basic questions are “what is the
goal?” “what will be done?” and
“how will it be done? Sorting
out who makes these decisions is
the real work of the group as it
integrates paid staff into its vol-
untary organization.

Governance

This is the root of the decision-
making process. The board
always has the option to govern
the organization, set policy, over-
see financial accountability and
set the long-term vision, values,
and standards. Some boards
choose to relinquish this power-
ful role. Some never grasp it,
often because the founder of the
organization is the director. Yet
in order to mature and sustain
productivity, the organization
must have a board that governs
and sets the vision. A director
that sets up conflict with the
board over governing capacity, or
competes with the board in this
area, may appear to be making
things run smoothly but is ulti-
mately undermining the strength
of the organization.

It takes strong board members
with true commitment to the
mission and vision of the organi-
zation to keep hold of the reins
and govern the organization. In
hiring a director, it is important
to recognize the challenges that
will arise in the basic areas of
governance, policy, mission, and
direction. The board will want to
hire a strong and powerful direc-
tor, but should avoid one whose
idea of power is to wrest the gov-
erning role from the board.
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Board Recruitment

The most significant work the
board can do in building sustain-
ability of the organization for the
long term is the selection of new
board members. Each seat on the
board is a crucial piece in the puz-
zle of the future. The director can
facilitate the work of the board
by suggesting methods for board
analysis and recruitment, but
should not control the nomina-
tion process. After a few years of
“helping” the board too much
with nominations, the director
ends up building a team of
friends and colleagues who may
serve the director’s needs more
than the organization’s.

The board nominating com-
mittee should be appointed by the
chairperson and should meet reg-
ularly. With new board members
brought on annually, orienting
them to their work, reassessing
the needs of the board as a work-
ing team, and assessing the
demands any projects and long-
range plans may place on the
knowledge and skill base of the
board, there is plenty to keep the
committee busy. The nominating
committee that simply gathers
once a year to name new candi-
dates is a committee losing con-
ol of the future. Acknowledging
this, many boards are moving
away from traditional nominating
committee structures to a Board
Development or Governance
Committee.

The director can gather names
to suggest as candidates, provide a
list of skills and connections
needed for upcoming projects,
such as planning and fund raising,
offer suggestions for interviewing
techniques, take candidates on
tours of projects, and otherwise
introduce candidates to the work
of the organization. But the
director should not select or
nominate candidates.
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Is Growth Inevitable?
Most people think that hiring
the first director is an inevitable
step toward an ever-increasing
staff and bureaucracy. This need
not be true. Many organizations
stay small and nimble for many,
many years. Some never expand
beyond the first staff member. In
fact, the primary reason small
organizations grow despite them-
selves is that the board and staff
find it impossible to control their
desire to take on more and more
work. If the desire to stay small is
sincere, real determination will
be necessary to make it happen.

To stay small, the board and
director together must work hard
to focus energy and goal setting.
As time passes, it will be harder
and harder for the board mem-
bers to remember the many
details that go into a project, and
therefore to understand what the
director is spending time on.

Misunderstandings or gaps in
understanding can be avoided
and the board involvement
strengthened at the same time,
by scheduling some hands-on or
on-site experiences at each meet-
ing. When a project is underway,
the board can learn more about
the work involved, the goals, and
the time necessary to accomplish
success by traveling to the site,
talking with volunteers, meeting
with partners, and observing
progress first hand. This also
helps in keeping meetings inter-
esting and mission-driven.

It is also valuable to have each
board member involved as a vol-
unteer in some parts of project
work (providing they understand
when they are wearing the “vol-
unteer hat” and don’t confuse it
with board behavior). Those
who have relevant professional
backgrounds might serve on an
advisory council for the project,
such as an architect serving on

the planning committee for a
restoration project. Typically,
such volunteer work could be
outside the pure board assign-
ments. But if each person is
asked to get involved at the proj-
ect level from time to time, it
will be much easier to control
the proliferation of projects and
far easier to keep the organiza-
tional goals in mind.

Even if growth in the organiza-
tion is anticipated, there is wis-
dom in spacing the early hirings.
The new director will have
plenty to do in establishing a
staffed environment, without also
overseeing an employee. With
the exception of grant-funded
projects, where several employ-
ees must be hired at once, most
organizations will do best with
evolutionary growth and learn-
ing on all sides.

An organization can postpone
additional hirings, provide a more
evolutionary growth cycle, and at
the same time explore new ways
of doing things, planning options,
and stylistic variations, by hiring
specialists as consultants for par-
ticular tasks. There are always
individuals available, either as
independent consultants or as
loaned executives from businesses,
to offer advice and counsel on
strategic planning, fund raising,
major campaigns, board rela-
tions, human resources, and even
specific project counsel. Before
adding another staff person and
the accompanying long-term
financial commitments, the orga-
nization can progress tremen-
dously with these short-term
infusions of knowledge and skill.
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