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What Motivated you to Serve on the Board?



Agenda

Community Action Context

Community Action Boards

Board Purpose

Board Approach

Board Strategy



Community Action Network

1000+ Agencies  |  44 State Associations  | 50+ State CSBG Offices| National Partners
More than 15 million served

We work together to promote workable solutions that connect more families to 
opportunity 

Red, Blue, 

Purple States

Board and Staff 

on All Sides of 

the Aisle
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Levels of the 
Work

Systems

Agency

Community

Individual



The Community Action Board

• Community Action Boards are governing bodies that 
set out the high-level vision, mission, strategic 
direction of the CAA/CSBG eligible entity
– The vision and mission establishes the purpose to which 

the agency resources are to be devoted

– Boards are required to fully participate in the 
development, planning, implementation, and evaluation of 
CSBG (and the agency as a whole too!)

• Boards govern the entire agency, not only CSBG*
– For a private nonprofit, the governing body IS the board



Board Legal Requirements

CAA Boards

Federal CSBG 
Act, block 

grant 
regulation, 
guidance

State CSBG 
statute, 

regulations, 
policies

Other 
federal/state 

funding  
requirements

State 
Nonprofit 

Corporation 
Act Articles of 

incorporation 
& bylaws

CSBG grant 
agreement/ 

contract with 
state 

IRS tax-
exempt org. 

requirements



Community Action 
Board Duties

A Board's 
Fiduciary 

Duty

Duty of Care

• Reasonable 
person standard

Duty of 
Loyalty

• Faithfulness to 
CAA & its mission

• Avoid conflicts of 
interest

Duty of 
Obedience

• Obey the law, 
bylaws, 

contracts, board 
decisions, etc.

Board members are 
fiduciaries.  They 
have the duty to act 
for someone else’s 
benefit and hold the 
agency’s interest 
ahead of their own



Board Members are Expected to:
• Attend board meetings
• Actively prepare for and participate in board meetings
• Understand the financial position and the fiscal documents 

provided
• Be knowledgeable of the organization's actions
• Do their homework
• Vote on decisions

– Honor and respect the overall decision of the board

• Avoid conflicts of interest
• Honor the sensitive nature of the work
• Be ambassadors of the mission and organization in the 

community



Roles of the 
Board

Roles of the 
Board

Vision, Mission & PurposeVision, Mission & Purpose

Strategic DirectionStrategic Direction

Financial Oversight & SustainabilityFinancial Oversight & Sustainability

Strategic Resource AllocationStrategic Resource Allocation

Board Leadership & Governance Board Leadership & Governance 

Executive Director Oversight & SupportExecutive Director Oversight & Support

AdvocacyAdvocacy

Power BuildingPower Building

Community EngagementCommunity Engagement

Performance Management & EvaluationPerformance Management & Evaluation



Board Structure & Function

The Board understands its 
purpose and role, and 

appropriately stays 
focused on governing, 

leading managing up to 
agency leadership

Its structure supports the 
organization’s purpose and 
ensures effective oversight

Board

Staff

Executive 
Director/CEO

Committees

Policy Setting

Policy 
Implementation



Purpose



The Board has a lot of work to do…

… but how does this work further the mission & purpose of 
the organization?

Hiring EDHiring ED

Committee 
Work

Committee 
Work

Accept AuditAccept Audit RecruitmentRecruitment

Board 
Meetings

Board 
Meetings

Policy 
Development

Policy 
Development

Approve 
Grant 

Applications

Approve 
Grant 

Applications

Review 
Performance 

Review 
Performance 

Risk 
Management

Risk 
Management

Community 
Assessment
Community 
Assessment

(this list can 
go on 

forever)

(this list can 
go on 

forever)



In the for-profit sector, purposeful companies 
outperform the market by 42%

Source: https://www.linkedin.com/pulse/why-do-purpose-
driven-companies-better-peter-fisk/  
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WORK = RESULTS PURPOSE + WORK = RESULTS 
THAT MATTER



A Shift in Models…

Jeannie Chaffin, LLC



A Shift in Models…

Jeannie Chaffin, LLC



Board Purpose and Meaning

• The essential work can be the least meaningful. 
Holding the CAA accountable is not compelling. 

• However, when we focus the board only on 
accountability, we have created a job without a 
compelling purpose. 

• When purpose is not compelling people 
disengage. The more disengaged they are, the 
less likely they are to ensure accountability- 
contrary to the fiduciary responsibility.



Boards Set the Strategic Direction of the Agency Based 
on Purpose & Mission



What is at the 
core of your 

agency’s work 
that should drive 

and guide the 
board and staff 
above all else?



Scenario: 
Should we keep the LIHEAP program that doesn’t pay 

its full freight?
Traditional Frame Purpose Frame

What is best for our organization?
What is best for the outcomes we are trying to 
achieve?

How would this impact our organization?
How would this impact all the partners and 
dynamics within our broader system? Will it 
help us—working together—do the most good?

How will our strategy advance our mission?

How will this decision or strategy move us 
closer to achieving lasting impact? Are there 
potential unintended consequences, and—if 
so—what can we do to minimize them?

What do we* think is best?

Does our board include the perspectives and 
voices of those most connected to the work we 
do? Are we listening closely to what our 
stakeholders tell us is most important?



Scenario: 
Should we close our county satellite office?

Traditional Frame Purpose Frame

What is best for our organization?
What is best for the outcomes we are trying to 
achieve?

How would this impact our organization?
How would this impact all the partners and 
dynamics within our broader system? Will it 
help us—working together—do the most good?

How will our strategy advance our mission?

How will this decision or strategy move us 
closer to achieving lasting impact? Are there 
potential unintended consequences, and—if 
so—what can we do to minimize them?

What do we* think is best?

Does our board include the perspectives and 
voices of those most connected to the work we 
do? Are we listening closely to what our 
stakeholders tell us is most important?



BASICS OF BOARD FUNCTIONING



Good Governance is Good Leadership

• Board and Management

• Tone at the Top

– Compliance

– Ethical Behavior

– Avoiding Conflicts of Interest

• Bylaws that work for the organization

• Board Directors and Officers Liability Insurance



Structure & Composition
• Does the board meet legal requirements for structure?

– State nonprofit laws
– Federal CSBG Act
– State CSBG laws
– Other funding sources

• The tripartite structure reflects                                                           
the values of Community Action:
– Centering in the voice of people                                                  

with low-incomes
– Building power and opportunity
– Multi-sector collaboration

1/3: Public 
Officials

Remainder: Private 
Sector

At least 1/3: 
Democratically 

selected by 
people with 
low incomes



Board Recruitment

• Use a Governance Committee to actively & 
continuously anticipate vacancies, needs, and 
strategically recruit

• Think strategically about key skills needed on the 
board
– Finance, Legal, Fundraising, Administration, Advocacy, 

Research, etc. 

– Use a Board Matrix to identify board strengths and 
needs



Use a Board Member Inventory/Matrix

https://propelnonprofits.org/resources/board-profile-worksheet/ 

https://propelnonprofits.org/resources/board-profile-worksheet/
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Board Member Roles and Duties:
Use a Job Description

Potential areas to include:Potential areas to include:

Mission
Responsibility 
and general 

duties 

Term and time 
commitment

Fiduciary and 
financial 

responsibilities 

Qualifications 
and skillsets 

Opportunity to make expectations clear, ensure 
everyone is on the same page, and articulate 

skillsets needed

Opportunity to make expectations clear, ensure 
everyone is on the same page, and articulate 

skillsets needed



Example Job Descriptions

https://camarin.org/wp-content/uploads/23.12.11-
BoardOfDirectorsRoleDescription.pdf 

https://www.caplp.org/assets/files/2024-
BoardMemberJobDescription.pdf 
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Recruitment Strategies

Proactive and 
continuous recruitment

Nomination process Social media

Local council of 
nonprofits

Open board meeting
Board member speed 

dating

Leverage current 
networks 

Create leadership 
pipelines

40 under 40 lists/young 
professionals 
organizations

What else has worked for you?



It’s About More than Recruiting Great 
People…



Board Orientation Resources
Boardsource Orientation 

Checklist
CAPLAW Board Roles & 

Responsibilities 

https://boardsource.org/nonprofit-board-orientation-checklist/
https://boardsource.org/nonprofit-board-orientation-checklist/
https://boardsource.org/nonprofit-board-orientation-checklist/
https://caplaw.org/resources/csbg-training-tools-for-nonprofit-boards-governance
https://caplaw.org/resources/csbg-training-tools-for-nonprofit-boards-governance


Onboarding

BOARD MENTORS FOLLOW UP/CHECK IN CALL 
FROM THE BOARD CHAIR

IF NOT COLLECTED IN AN 
APPLICATION, BOARD 

MEMBER PROFILE 



Committees
• Clearly define each 

committee’s role and 
authority

• Get the appropriate people 
on each committee

• Be sure committees meet 
as often as needed

• Give committees 
meaningful assignments in 
between board meetings

• Have written committee 
charges

Board

Staff

Executive 
Director/CEO

Committees

Policy Setting

Policy 
Implementation



Look at Your Committees

Executive Finance/Audit Personnel

Board 
Development

Fund 
Development

Program/ 
Planning/ 
Evaluation

Strategic 
Planning

Other?
Standing      
Ad Hoc?



Fiscal Oversight

Ensure resources to achieve mission

Full board is responsible, not just the Treasurer or Finance 
Committee

Protect assets and provide proper fiscal oversight

Review Financial health of the CAA



The Dual Bottom Line: 
Mission Impact and Financial Return

“Non-profit” is a tax 
status, it is not a business 

model!

A key element of managing 
performance is making difficult, 
strategic decisions that balance 

the achievement of mission with 
organizational sustainability



Board Fundraising
• Start by centering purpose
• Consider your strategic priorities
• Get clear on responsibilities for 

fundraising:
– Articulate requirements in job 

descriptions, recruitment 
processes, orientation, etc.

• Set targets – how much?
• Make personal giving 

requirements clear
• Training and Ongoing Support

– Toolkits, talking points, promotional 
language

• Monitor and report



The most valuable asset of the organization 
is its people

• Hiring, Support, Evaluation

• Succession Planning

Executive DirectorExecutive Director

• Personnel Policies

• Fair compensation, benefits

• Training, development

• Fostering a supportive culture                                  
and sense of well-being

Setting the toneSetting the tone



Board Process: Meeting Schedule
• How many hours a year do we have as a 

board to conduct business?

• As frequent as needed; not so frequent that 
commitment is difficult/there is limited 
action

• Consider deadlines for key activities (strategic 
planning; agency audit; Grant Applications; 
ED performance & compensation review; 
Community  Assessment; etc.)

• Time of day so it maximizes potential 
engagement

• Consider location opportunities & constraints



Board Process: Meeting Agendas
• Agenda Development 

– Chair and Executive Director

• Standing Items for Agenda:

– Review & approval of prior meeting minutes

– Financial report

– Programmatic report

– Next Meeting date & time reminder

• Timing and Flow

– Balancing Time Regulative/Fiduciary, Strategic, and 
Generative Discussions



The Magic of the Consent Agenda

• Group routine items and resolutions under one 
action item for one vote

• Conditions for a consent agenda:

Never include financials in a consent agenda

Familiar
Require no 
discussion

Involve no 
conflict



Board Process: Board Meetings

Know:
Attendance required for Quorum

Voting Decision Thresholds

Required items of action

Run by Chair, but the Chair shouldn’t do everything in the 
meeting

Create space and time for discussion

Create space for informal connection building 



… But why are we doing all of this?

WORK = RESULTS PURPOSE + WORK = RESULTS 
THAT MATTER



The Role of the Board in 
Strategic Planning

• Setting the mission, vision, and strategic direction 
are key functions of the Board

• Strategic Planning is a board-led process; the 
process starts and ends with the board

• Strategic Planning is an engagement opportunity

• Boards are responsible for managing the 
performance of the CAA – not just compliance. 
The Strategic Plan helps provide a container for 
managing that performance.



Using the Strategic Plan

Priorities & Goals as Filters for Decision Making

Frame board reports around the Strategic Plan

Managing Performance to the Strategic Plan

• Performance framed by the agency, not funders

• Scorecards and Dashboards



The Board is Active in Reviewing and Managing 
the Performance of the Agency

Standard 2.1: The agency Board has formally adopted and actively uses an agency-
wide strategic plan. The plan serves as a framework for an agency-wide performance 
management system …

Customer / 
Community  

Work 

Agency 
Operations 

Work

Strategic 
Plan Work

Strategic Plan 

Customer/Community 
Work 

Agency Operations work



https://cmca.us/our-impact/ 

CMCA Dashboard

https://cmca.us/our-impact/
https://cmca.us/our-impact/
https://cmca.us/our-impact/


CAPSLO Scorecard



United Planning Organization 



Programmatic Reports

Good board processes include programmatic reports 
that allow board members to stay abreast of program 
development, planning, implementation and evaluation 
activities and to provide input into the process. 

Good board processes include programmatic reports 
that allow board members to stay abreast of program 
development, planning, implementation and evaluation 
activities and to provide input into the process. 

Keep board reports high level and focused on the 
information the board needs to make good decisions



Some Notes on Reports…
READ THEM!

Avoid the Weeds

Make expectations clear

Consider what you need to make a good decision

Give feedback



Strategy



WHAT ARE WE 
ASKING BOARD 
MEMBERS TO 

DO?

WHAT DO 
BOARD 

MEMBERS WANT 
TO DO?

WHAT DOES THE 
AGENCY NEED 

FROM THE 
BOARD?

WHAT DOES THE 
COMMUNITY 

NEED FROM THE 
BOARD?



What does the Board WANT to do?

• Remember, boards change with time - 
checking in about what the board is doing is a 
proactive practice to help you right-size 
engagement

• Not everyone will want to (or can) engage in 
the same way

– Use an inventory to understand skills and interests

– Right-size engagement



Possible Engagement Points for CAA Boards

Strategic 
Planning

Program 
Development

Advocacy Fundraising

Community 
Engagement

Volunteerism Other ideas?



On Engagement…
• Engagement does not cost everyone the same, or provide the same value

• Implement systems and policies that make the board engagement more accessible 

– Allow for Virtual Meetings

– Offer supportive services, such as childcare,                                                               
transportation, etc.

– Interpretation services

– Ensure the board is trained on fundamentals of                                                      
Customer Voice

• Structure & Facilitation

– Committees

• Leadership & Membership

– Facilitation 



Board Process: 
Assessing the Board’s Performance

• Excellent Boards take time to consider how they are 
performing in key areas such as governance, 
recruitment, leadership, fulfilling the mission, ethical 
practices, etc.
– Build board consensus and clarity 
– Gives direction for continuous improvement efforts

• Many tools to help boards complete this type of 
assessment!
– Dalhousie University Self-Assessment Questionnaire 
– McKinsey & Company Nonprofit Board Self Assessment 
– Can build your own

https://mla.mb.ca/wp-content/uploads/2018/09/Board-Self-Evaluation-Questionnaire-Dalhousie-University-College-of-Continuing-Education.doc
https://mla.mb.ca/wp-content/uploads/2018/09/Board-Self-Evaluation-Questionnaire-Dalhousie-University-College-of-Continuing-Education.doc
https://mla.mb.ca/wp-content/uploads/2018/09/Board-Self-Evaluation-Questionnaire-Dalhousie-University-College-of-Continuing-Education.doc
https://mla.mb.ca/wp-content/uploads/2018/09/Board-Self-Evaluation-Questionnaire-Dalhousie-University-College-of-Continuing-Education.doc
https://cornell.app.box.com/s/zub8ywhq4brswqfnsdvlv5y3a41l0w6x
https://cornell.app.box.com/s/zub8ywhq4brswqfnsdvlv5y3a41l0w6x


TOOLS AND RESOURCES



Critical Relationship: 
Board Chair-ED/CEO



CAPLAW 
Resource:

Working with an 
Elected Public 

Official’s
Representative on 

the Tripartite Board

https://caplaw.org/resources/faqs/Governance/CAPLAW_FAQ_WorkingwithEl
ectedPublicOfficalsRep_Sept2018.pdf 

https://caplaw.org/resources/faqs/Governance/CAPLAW_FAQ_WorkingwithElectedPublicOfficalsRep_Sept2018.pdf
https://caplaw.org/resources/faqs/Governance/CAPLAW_FAQ_WorkingwithElectedPublicOfficalsRep_Sept2018.pdf


Raising the Low-Income Voice: 
Case Studies in Democratic 

Selection Procedures

https://www.caplaw.org/resources/PublicationDocuments/CAPLAW_RaisingtheLowIncome
Voice_Introduction_April2021.pdf 

https://www.caplaw.org/resources/PublicationDocuments/CAPLAW_RaisingtheLowIncomeVoice_Introduction_April2021.pdf
https://www.caplaw.org/resources/PublicationDocuments/CAPLAW_RaisingtheLowIncomeVoice_Introduction_April2021.pdf


Board Engagement with the Audit
• National Council of Nonprofits suggests boards ask the following 6 

questions after the Audit:
– Was the management team cooperative and forthcoming with 

requested information and documentation?
– How do our accounting policies and procedures compare with those of 

other comparable nonprofits?
– Are there any items that might be disputed by the IRS? If yes, what 

documentation should be on hand to bolster the item?
– Did the management team follow suggestions noted by auditors in 

prior years to correct weaknesses in the internal accounting system?
– Did you discover anything regarding the financial statements or 

internal financial management procedures that should be brought to 
the attention of the board of directors?

– Do you have any suggestions for improvements in accounting, 
reporting, or operating procedures?

https://www.councilofnonprofits.org/nonprofit-audit-guide/after-the-audit 

https://www.councilofnonprofits.org/nonprofit-audit-guide/after-the-audit
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https://www.councilofnonprofits.org/nonprofit-audit-guide/after-the-audit
https://www.councilofnonprofits.org/nonprofit-audit-guide/after-the-audit


Toolkit for Top Notch CAAs



Toolkit: 
Do the Right Thing



CAPLAW All A-Board! Board Training Videos



Template Meeting 
Minutes and Index of 

Form Resolutions 
Resource

2-part template:

– Board meeting 
minutes

– Index of board 
resolutions

Available on the CAPLAW website:
https://resources.caplaw.org/resources/
template-meeting-minutes-and-index-
of-form-resolutions/ 
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CSBG Organizational Standards Tools

https://communityactionpartnership.com/organizational-standards/  

https://communityactionpartnership.com/organizational-standards/
https://communityactionpartnership.com/organizational-standards/
https://communityactionpartnership.com/organizational-standards/


BoardSource Fundraising Policies

https://boardsource.org/resources/board-fundraising-
policy-key-elements-practical-tips-and-sample-policy/ 
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BoardSource 
Fundraising 

Communications 
Toolkit for Board 

Members

https://boardsource.org/fundraisi
ng-communications-toolkit-for-

board-members/ 
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CompassPoint: 
How Board 

Members Become 
Successful 

Fundraisers

https://www.compasspoint.org/file/98
3/download?token=H1GYkMUN 

https://www.compasspoint.org/file/983/download?token=H1GYkMUN
https://www.compasspoint.org/file/983/download?token=H1GYkMUN




Access the 
Guide Here

When Your CAA’s New Fiscal Year 
is Uncertain: 

 A Guide for Community Action 
Agency Boards

This guide helps CAA boards lead 
effectively through funding uncertainty 

at the start of a new federal fiscal year. It 
centers on four priorities: prepare for 

strategic action, understand the 
landscape, plan for multiple scenarios, 

and elevate Community Action. 

https://communityactionpartnership.com/publication_toolkit/when-your-caas-upcoming-fiscal-year-is-uncertain-a-guide-for-community-action-agency-boards/
https://communityactionpartnership.com/publication_toolkit/when-your-caas-upcoming-fiscal-year-is-uncertain-a-guide-for-community-action-agency-boards/


Access the 
Workbook 

Here:

https://cap1964-my.sharepoint.com/:b:/g/personal/mschneberrhemrev_communityactionpartnership_com/EfySeU38QaBPlNRYee8IHdkBLyOK1pdyLIkWD4KRN4b-8Q?e=T45BVr
https://cap1964-my.sharepoint.com/:b:/g/personal/mschneberrhemrev_communityactionpartnership_com/EfySeU38QaBPlNRYee8IHdkBLyOK1pdyLIkWD4KRN4b-8Q?e=T45BVr
https://cap1964-my.sharepoint.com/:b:/g/personal/mschneberrhemrev_communityactionpartnership_com/EfySeU38QaBPlNRYee8IHdkBLyOK1pdyLIkWD4KRN4b-8Q?e=T45BVr


Boards are Ultimately Responsible For the 
Financial Wellbeing of the Organization

Boards need to understand 
the current financial 

landscape and financial 
risks the organization faces. 

Access the Board 
Discussion Guide 

Here:

https://communityactionpartnership.com/publication_toolkit/community-action-board-discussion-guide-for-uncertain-financial-times/
https://communityactionpartnership.com/publication_toolkit/community-action-board-discussion-guide-for-uncertain-financial-times/
https://communityactionpartnership.com/publication_toolkit/community-action-board-discussion-guide-for-uncertain-financial-times/


New Resource:
Scenario Planning Toolkit

Access the  
Toolkit Here:



Email us at 
csbg@communityactionpartnership.com
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