
Leadership Development Session
February 24th, 2022



§ Welcome and Introductions

§ Review of Assessment Results

§ Policy Development

§ Wrap up

Agenda 
February 2022
12:30 pm EST



Experience





Leadership Survey Results

For more news and resources for your 
organization’s success.



Length of Service

Please indicate how long you have served on or worked with the Board: 

Less than 1 year

1-3 years

3 or more years
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Reminder of Assessment Scale:

1 - Unacceptable

2 - Below average

3 - Average

4 - Above average

5 - Excellent
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Performance as a Group
The Leadership is focused on mission, vision and goals, and its work and deliberations reflect that 
focus. 4.3
The Leadership is focused on the future rather than the past or the present. 4.3
The Leadership understands the needs of its members.

4.1
The Leadership is effective in weighing pros and cons without getting bogged down in the details. 4.0
The Leadership is focused on desired outcomes, not process/operations. 4.2
New ideas and perspectives are respected. 4.3
The Leadership does not conduct committee work at Board meetings.

4.2
The Leadership maintains confidentiality of discussions and documents. 4.6
The Leadership ensures that a strong financial foundation is established and preserved. 4.8
The Leadership has a clear understanding of the financial position of the organization and can make 
well-informed decisions. 4.7
The leadership  approves an annual budget that reflects the mission, goals and strategic priorities of 
the organization. 4.7
The Leadership views the professional staff as a partner and trusts it as such. 4.4
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Making Tough Decisions 
Keep the mission and strategic goals at the forefront 

Be open and receptive to hearing all viewpoints

Make an informed decision 

Wear your NCFA “hat”

Support the group decision once the vote is final

Recognize when there is a conflict of interest 
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Strategic Agenda
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Governance 
View

Management 
View

Governance versus Management 
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Mission 
Focused

Strategic 
Plan

Culture of 
Trust

Access to 
Information

Board-ED
Partnership

Succession

Elements of Good Governance
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Board Roadblocks
Unprepared
Lack of Quorum
Conflicts of Interest
Micromanagement

“Snupervision”
Disrespect

People, ideas, staff
Abstentions
Egos Checked at the Door
Paralysis by Analysis
“I just have a question.”

E.L.M.O. 
Enough, let’s 
move on! 
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Leadership Composition and Quality

NCFA Leaders have the appropriate qualifications to meet the objectives of the 
association’s strategic plan/goals.

4.3

The Leadership demonstrates integrity, credibility, trustworthiness, active participation, an 
ability to handle conflict constructively, strong interpersonal skills, and the willingness to 
address issues pro-actively. 4.4

The Leadership demonstrates appropriate industry knowledge and includes a diversity of 
experiences and backgrounds.

4.4

NCFA Leaders follow a pre-determined term-length allowing for new members and fresh 
ideas. 4.1

NCFA Leaders complete assignments and responsibilities in a timely manner.
4.4
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Board Size Matters
Reasons to consider reducing the size of the board: 
• Only a few engage and others are silent;
• Failure to reach a quorum;
• Difficulty scheduling board meetings;
• Cost of board travel;
• Decisions are hard to reach leaving the board less nimble; 
• Use of an executive committee is needed to make important 

decisions;
• Talking over each other;
• Hard to fill board seats;
• Lack of preparation leads to lengthy conversations to “get people 

up to speed”;
• Average board size in USA is 15 persons.

”Larger the board, more disengaged”; ASAE Research 
Foundation, Assessing Board Performance
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Board Size by the Numbers

Organization Board Size Budget
Virginia Forestry Association 25 $562,836
South Carolina Forestry 
Association

19 $1,063,707

Alabama Forestry Association 28 $1,590,169
Mississippi Forestry 
Association

5 $1,131,750

Georgia Forestry Association 13 $1,264,000
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Understanding Governance for Effectiveness
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The Board’s Strategic Quotient for Effectiveness
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Board Driver’s 
Manual

Read governing documents

Prepare thoroughly 

Use your strategic plan

Stay out of the ”weeds”

Keep meetings effective
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One Team, One Direction 

“Coming together is a beginning. Keeping 
together is progress. Working together is 

success."
Henry Ford



23

Board Development

New leaders participate in an orientation program to educate them on the organization, their 
responsibilities, and the organization’s activities.

3.9

Current NCFA Leaders mentor new and potential leaders. 3.7
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Importance of Board Development 

Imagine being hired for a job….
Yet you have none of the necessary skills
Not past experience
Yet, you have all of the responsibilities and risk 
associated with it

Unfortunately this is how many organizations 
treat their volunteers
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Happy Volunteer?
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§Governance vs Management 

§Roles and Responsibilities
§Staff and leadership roles, organizational chart

§Review of the Organization’s:
§Mission, vision and values
§Strategic plan
§Policies applicable to the volunteer position (such as reimbursement process)
§Bylaws
§Budget

§Fiduciary Roles: Duties of Loyalty, Care and Obedience

§Conflict of Interest agreement

Orientation Topics
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§Upholds trust 

§Signals openness

§Limits control

§Allows engagement  

§Broadens thinking 

§Ensures appropriate skills

§Brings in new perspective

Importance of Term Limits and Leadership Rotation
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Leadership Orientation
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Volunteer Leadership-Executive Director Relations 

The Leadership works to create a positive, cooperative working relationship with the 
Executive Director 4.4

The Leadership sets clear expectations for the Executive Director 4.2

The Leadership effectively evaluates the Executive Director annually 4.0

The Leadership clearly delegates the administration of the organization to the Executive 
Director 4.4

The Leadership provides information to the Executive Director on issues they plan to raise in 
open and executive session 4.1
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§ Outline the process in the bylaws; consider appointing an evaluation 

committee

§ Formal review annually 

§ CEO self-evaluation

§ Gather data and solicit feedback from the board & other relevant 

stakeholders through interviews and/or surveys

§ Structure assessment around the organizational goals and needs

§ Draft a summary of all data and review with the board

§ Highlight strengths and offer criticism constructively

§ Consider the environment, one on one reviews are typically more 

productive

§ Quarterly check-ins to monitor progress and keep communication open

Evaluating the Executive Director 
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Process and Procedures
Written materials provided in advance of leadership meetings allow for sufficient time to 
study and understand the information prior to the meeting. 4.5

NCFA Leaders come to meetings prepared and actively participate. 4.2

Financial reports for board review are clear, accurate and timely. 4.5

Meetings are organized to advance the mission and goals and allow for sufficient time and 
discussion on each issue. 4.3

Policies are adopted and followed to guide current and future leaders. 4.3

The Committee structure benefits organizational productivity and advances strategic goals. 4.2



Policy Development

For more news and resources for your 
organization’s success.
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Core Governance Documents

• Articles of 
Incorporation

• Bylaws

• Policies

• Strategic Plan
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Articles of Incorporation

Document that allows 
the organization to 
exist. 

Approved by the 
Secretary of State.



35

Bylaws

§ Agreement between the organization 
and its stakeholders.

§ Should be simple, understandable, 
and only set the core rules.
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Policies

§ The collective wisdom of the current 
and previous Boards

§ 18 policies every non-profit should 
have
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Policies
1. Antitrust
2. Budget Approval and Approval of Budget 

Variances 
3. Charitable Contributions and Support 
4. Check and Contract Signing Limits and 

Authorities 
5. Code of Ethics
6. Confidentiality
7. Conflicts of Interest
8. Diversity 
9. Document Retention and Destruction 

10. Election
11. Logo and Name Usage 
12. Media and Public Relations 
13. Stakeholder Information and Privacy 
14. Net Assets and Target Reserves
15. Original Works and Intellectual Property 
16. Removal from Office 
17. Roles and Responsibilities
18. Whistleblower Protection 
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Risk Mitigation

• Conflicts of Interests
• Copyright Violations
• Discrimination
• Harassment
• Embezzlement 

• Required Filings and 
Reporting

• Labor Law Compliance
• Personal and Property Injury
• Antitrust
• Apparent Authority
• IRS Issues

Some risks the board should be aware and avoid:
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Risk Management – Antitrust    
Antitrust avoidance statement on file and annual acknowledgements from each board 
member.

Every staff, board and committee member should be aware of the policy and take 
immediate action in any setting where a violation is occurring. Most common threat is 
discussions of price-setting among competitors that could be interpreted as an effort to 
restrict trade.

Staff monitors on-line discussions and meetings for potential violations.

Up to $10 million fine + damages + jail. 
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Valor Water Analytics
#460512 4083 24th St.

San Francisco, CA 94146Contact Us 

William Pawlucy 
Founder and CEO 

OUR EMAIL 
wpawlucy@AssociationOptions.com

OUR PHONE
651-236-0901

OUR WEBSITE
associationoptions.com

For more news and resources for 
your organization’s success.



Disclaimer

• The information in this presentation does not provide nor replace legal, accounting or insurance 
advice; be sure to utilize professional counsel in the areas of legal, accounting or insurance. 
Presenter accepts no liability if there is any damages caused by your organization due to the use or 
interpretation of the information in this document. 

• Association Options, LLC has exercised due and customary care in conducting this course but has 
not, save as specifically stated, independently verified information provided by others in this 
document. No other warranty, express or implied, is made in relation to the conduct of the course 
or the contents of this document. Therefore, Association Options, LLC assumes no liability for any 
loss resulting from errors, omissions or misrepresentations made by others. 

• Any recommendations, opinions or findings stated in this presentation are based on circumstances 
and facts as they existed at the time Association Options, LLC performed the work. Any changes in 
such circumstances and facts upon which this presentation is based may adversely affect any 
recommendations, opinions or findings contained within. 


