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Moving Forward for Children Series 
Segment:  Creating Boards That Work  
 
Module:    
Board 101: Understanding Roles  
and Responsibilities  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Audience:   

Board members and staff 

 

Time:     

90 minutes 

 

 

Goal:    

Examine the roles and responsibilities of board members 

and provide steps to build a strong board 
 

 

Objectives: 

Participants will be able to: 

� Identify the roles and responsibilities of boards 

of directors in nonprofit organizations 

� Differentiate the roles of the board from those 

belonging to the director 

� Identify what skills and characteristics are 

needed to satisfactorily fill board roles 
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ITEM ACTIVITY 

Advance Prep Work by Facilitator 

� Review all slides to determine if customization is necessary 
 

General 

� Nametags  
� Flipchart and markers 
� Masking tape 
� Sticky notes 
� Paper 
� Pencils 
� Postcards (one for each participant) 

 

Flipchart Pages (facilitator created) 

� Objectives of workshop 
� Agenda, if desired 
� Parking lot 
� Ground rules 
 

 

A/V Equipment 

� Computer 
� LCD projector 
� Screen 
 

 

Handouts 

� Copies of PowerPoint presentation for participants 
� Copies of handout packet 
 

 

Other 

� PowerPoint presentation 
 

 

 

 

 

Advance Prep Work/Supplies Checklist 
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Welcome and Introductions                                            Time: 10 min. 

 

Activity:   
Allow participants to introduce themselves if a manageable number (15 or less): 

• Name 

• Role with the CASA/GAL program 

• Number of years with the CASA/GAL program 

 

If there are too many participants do a group intro by asking people to stand or 

raise their hand if: 

• Member of the governing body 

• Executive Director 

• Active with the program – 

1. Less than one year 

2. One to five years 

3. Over five years 

4. Since the program’s inception 

 

Housekeeping: 
• Explain that the parking lot/sticky notes are used to hold questions to be 

answered at end of session 

• If necessary, establish ground rules with the group. 

 

Overview 

• Review the objectives for the workshop on the flipchart 

• Review the agenda 

• Walk through the handouts to make sure everyone has what they need and 

encourage them to take notes and highlight items on the PowerPoint or in 

their notes that they want to take back with them. 
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Roles and Responsibilities                                               Time:  30 min.                       

 

Legal Duties 

 

We have all read stories of corruption in a number of for- 

profit organizations such as Enron and nonprofit 

organizations such as the United Way scandal. As a result, 

increased scrutiny is being extended to nonprofit 

organizations.  It is important that each board member 

understand his/her responsibility when accepting a board 

position. 

 

 

The legal duties of a board are most often described as the 

duties of care, loyalty, and obedience.  Let’s take a look at 

each of these duties to understand what they mean. 

 

 

 

 Duty of care refers to acting in good faith as an ordinarily 

prudent person would do in a similar position.  Ways to 

fulfill this duty are attending board meetings, acting in an 

independent manner and adopting policies for oversight. 

 

 

 

Duty of loyalty requires board members to give undivided 

allegiance to the organization when making decisions on 

behalf of the CASA/GAL program.  The most common 

breaches occur when members use the property of the 

organization for personal means.  A board member’s 

personal interest can also include the financial interests of 

their family members. 

 

Remaining faithful to the mission is the duty of obedience.  

The rationale for this rule is based in part on the fact that 

nonprofits rely heavily on public trust that the money raised 

will be used for the purpose it was given. 

 

3

Let’s Get Started

What are the roles and responsibilities 

of the board?

4

Legal Duties of the Board

� Duty of Care

� Duty of Loyalty

� Duty of Obedience

5

Duty of Care

� Perform responsibilities in good faith

� Adopt policies for effective oversight

� Attend board meetings

� Act in an independent manner

� Exercise independent judgment

� Ensure that the CASA/GAL program acts 

in accordance with its exempt purpose

6

Duty of Loyalty

� Act in the best interests of the CASA/GAL 

program

� Benefit the program, not the board 

member

� Refrain from conflict of interest

� Ensure that comprehensive conflict of 

interest policy is in place AND followed

7

Duty of Obedience

� Faithful to the CASA/GAL program 

mission

� Honor the public trust

� Act in a manner consistent with goals of 

CASA/GAL program
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Roles and Responsibilities (cont.)                                     Time:  30 min.                       

  

Let’s move on to more concrete descriptions of board roles 

and discuss 10 basic board responsibilities.   

 

1. The board determines the organization’s mission 

and purpose.  This is fairly self-explanatory.  

However, some boards neglect to review the 

organizational mission and purpose about every two 

years.  Things change.  Maybe the program is serving children from a wider 

geographical area than originally.  Does the mission reflect that?  Maybe the 

court would like the program to serve other kinds of cases but the staff is 

hesitant.  If your board has examined the issue and determined its stance, the 

organization is much better prepared to meet (or sidestep) new challenges. 

 

2. The board approves and monitors the organization’s programs and 

services.  Board members should be looking to see that programs and 

services fall within the mission and that quality standards are maintained. 

 

3. The board selects and supports the executive director and reviews 

his/her performance.  All three verbs: select, support and review, are 

equally important.  One of the ways a board supports the executive director 

(ED) is recognizing that the ED works for the board and the rest of the staff 

work for the ED.  Unless something illegal or immoral is occurring, board 

members need to respect the chain of command and channel complaints 

back to the ED.  Another type of support is an annual performance review.  

How can an employee know how s/he is doing without one?  More 

importantly to the board member, how can s/he claim to be fulfilling the 

legal responsibility to oversee the organization if supervision at this most 

basic level is not occurring?  Ask “How many EDs in the room have had a 

performance review in the last 12 months?”  Respond by encouraging those 

who have not to talk to the chair of the personnel committee or the board 

chair about it.   There’s a sample performance review form in the local 

edition of Achieving Our Mission which can be downloaded on casanet. 
http://www.casanet.org/download/guides-manuals/0606_achieving_our_mission_0036.pdf 

 

 

 

 

 

8

Basic Board 
Responsibilities10

Determines the CASA/GAL program  

mission and purpose

Approves and monitors the 

CASA/GAL program’s services

Selects, supports and evaluates the 

executive director
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Roles and Responsibilities (cont.)                                     Time:  30 min.                       

   

 

4. The board engages in strategic planning.  You 

have to have a roadmap to know where you’re going 

and, in this fast-paced world, it had better be an up-

to-date one.  A SP is nothing more than an 

organizational roadmap.  Current literature suggests 

not planning more than three years out since there is 

so much external change beyond our control.  

 

5. The board selects and orients new board members.  This doesn’t mean 

staff members, especially the ED, do not suggest and assist in the process, 

especially in less established programs.  It just means the final say belongs 

to the board.  The board also has a responsibility to develop a 

comprehensive nomination and selection process.  There is a sample board 

orientation form in the Indicators of Compliance section of the National 

CASA standards which can be downloaded from casanet.org.  

Boardsource.org is a great source for board selection material. 

 

6. The board ensures adequate resources.  A CASA/GAL program can only 

be effective if it has enough resources to reach its goals and objectives.  The 

board should not behave as if the development staff or development 

committee of the board bears the sole responsibility for fundraising.  

Fundraising is a full board function.  A resource development plan should be 

in place a reviewed for progress and need for revision every board meeting.  

The board’s role extends beyond just fundraising as they must also ensure 

that current revenues are stable and cultivate sustainable funders. Board 

members are also responsible for ensuring adequate resources in non-

financial areas such as staff and physical space. 

 

7. The board enhances the CASA/GAL program’s public image.  This is a 

board responsibility but it can only be done well with good orientation at the 

start of a board member’s tenure and timely, complete updates from staff.  

Board members must also work within the media response policy of the 

organization.   
 

 

 

 

9

Basic Board 
Responsibilities10

Engages in strategic planning

Selects and orients new  board 

members

Ensures adequate resources

Enhances the public image of the 

CASA/GAL program
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Roles and Responsibilities (cont.)                                     Time:  30 min.                       

 

8. The board ensures effective financial 
management.  This means approving the budget 

and ensuring the existence of checks and balances: 

adequate internal controls so that one person is not 

overseeing all aspects of the organization’s finances.  

For most CASA/GAL programs, it means a 

computerized bookkeeping system such as 

QuickBooks or Peachtree to do fund accounting, including tracking revenue 

and expenses from several sources simultaneously.    

 

9. The board organizes itself so that it operates efficiently.  The phrase 

“committee of the whole” aptly describes the dysfunction of a board which 

has never (or not recently) examined its workload and designed workgroups, 

whatever they may be called, to manage it.  Requiring all board members to 

thrash out every piece of business is a recipe for poor meeting attendance 

and board attrition. It is also inefficient and inappropriate for the board to 

attempt to run the organization on a day-to-day basis. The board sets policy 

and the staff implements it.   

 

10. The board ensures legal and ethical integrity and sound risk 
management and maintains accountability.  Nonprofit organizations have 

come under higher scrutiny due to boards that did not maintain appropriate 

oversight leading to fraud, embezzlement and breach of the public trust.   

Beyond the financial risks, boards should be ensuring both sound practice 

within the agency and the safety of staff, volunteers and clients, to a 

reasonable extent.  Emergency procedures should be posted.  The office 

itself should be inspected and kept in repair.  To ensure legal and ethical 

integrity and sound risk management, policies and procedures should be 

established and implemented and insurance needs reviewed yearly.  Board 

members need to ensure compliance with local, state and federal tax and 

reporting requirements, laws and regulations governing nonprofits, as well 

as monitoring compliance with funders’ requirements. 

 

 

 

 

 

10

Basic Board 
Responsibilities10

Ensures effective financial 

management and oversight

Organizes itself so it operates 

efficiently

Ensures legal and ethical integrity, 

risk management and maintains 

accountability
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Roles and Responsibilities (cont.)                                     Time:  30 min.                       

 

Activity: 

Direct the group to locate the handout:  Basic 

Responsibilities.  Give the group five minutes to review 

the 10 basic responsibilities you have just discussed.  They 

will have the PowerPoint handout to help them with this 

review.  Ask them to complete the handout and as they are 

doing so, choose one area that needs improvement.  

Explain that after they have completely filled out the form they will be sharing the 

one area they picked with the person next to them and brainstorming barriers and 

ideas for solutions.   

 

After everyone appears to have completed the form, direct the group to break into 

pairs and share the one area for improvement they identified, brainstorm solutions 

and write down one idea they will try when they get back.  Give the group five 

minutes to do this and then bring them back and ask one or two people to share 

their ideas. 

 

 

As we wrap up this section, I wanted to share with you a 

learning aid BoardSource has come up with to help us 

remember board responsibilities:  3Ds, 3Gs, 3Is, 3Ts and 

3Ws.  The 3 Ds we discussed earlier are duty to care, duty 

of loyalty and duty of obedience.  The 3 Gs are a mantra 

board members often hear: give, get or get off!  This refers 

to a board member’s responsibility to give funds and time, get funds or get off the 

board.  In the Nonprofit Legal Landscape we are reminded that board members 

must have good “Is” by being involved with the program’s governance, being 

informed about the matters coming before the board and demonstrating integrity 

in making decisions.  The three Ts refer to treasure, time, and talent and the Ws 

refer to wealth, work and wisdom.  Board members secure finances 

(treasure/wealth), board members are expected to participate in activities 

(time/work) and contribute their knowledge and expertise (talent/wisdom). 

 

 

11

How is Your Board Doing?

� Handout:  Basic Responsibilities

� Take 5 minutes to complete

� When finished choose 1 area you have 
identified for improvement

� Share your challenge with your neighbor 
and brainstorm solutions

12

3 D’s, 3 G’s, 3 I’s, 3 T’s & 3 W’s

� D’s:  Duty of care, duty of loyalty, duty 

of obedience.

� G’s: Give, get, get off

� I’s: Informed, involved, integrity

� T’s: Time, treasure, talent

� W’s: Wealth, work, wisdom 
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Orientation

� Board and executive director need 

orientation and training

� Board and staff development is not a 

luxury, it is a necessity.

8 Steps to Building a Strong Board                               Time:  30 min.                       

We have discussed roles and responsibilities of board 

members and you have identified areas of strength and 

areas that could use improvement.  We are now going to 

move on to building on that information to develop a strong 

board to support your CASA/GAL program.  Fern Koch 

from the Nonprofit Management Center identified 8 steps. 

Many of you have probably read books by or heard about 

Peter Drucker who wrote numerous books on nonprofit 

management.  He offers this quote which describes the first 

step of power sharing well:  “The board and executive 

director need to work as a team of equals.” 

 

Would you describe the current relationship between the 

board and ED in your CASA/GAL program as equal or is 

there an imbalance of power?  Are the boundaries and roles 

and responsibilities understood and followed?  

 

Orientation and training is step number 2 and is often an 

area that needs strengthening.  The fact that you are all here 

today supports your understanding of the need for ongoing 

training and orientation.  Many board members and EDs 

step into positions with little governance experience.  

Assessing whether the board and executive director have 

the knowledge and skills necessary to successfully grow, sustain and fulfill the 

mission of the CASA/GAL program should be an ongoing review.  National 

CASA has many resources available to help with this.  Contact your program 

specialist at National CASA if you would like help finding these resources.  There 

may also be resources available in your community that offer reasonably priced 

training on a variety of issues surrounding nonprofit and volunteer management. 

 

 

13

Steps to Building a 
Strong Board

14

Power Sharing

“The board and executive director 

need to work as a team of equals.”

Peter Drucker

15

Power Sharing

� Promote a power sharing relationship 

between the board and executive director

� Boards take care of governance

� Staff take care of day to day operations
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8 Steps to Building a Strong Board (cont.)                        Time:  30 min.                       

The board’s role is governance so focus should be on 

oversight of legal responsibilities, financial operations, 

program operations.  Board members also act as 

ambassadors in the community.  Do you share with 

everyone that you serve on the board?  Think of your 

closest friends-how many of your friends know you are 

working with CASA and could explain what the CASA/GAL program does?  One 

of the most effective methods of getting others involved with CASA is learning 

about the program peer to peer.   Along with governance and community 

relationship, resource development is also a key role for effective boards.  Boards 

are responsible for ensuring the program develops sustainable funding and has the 

human and physical resources needed to fulfill the mission. 

In order to meet the responsibilities as a board member it 

is important that the board be given enough information to 

make informed decisions about the issues before them.  

The ED plays a role for the board similar to the role our 

CASA/GAL volunteers provide to the court by giving the 

judges complete information so they can make informed 

decisions about the children in their courtroom.   

Research from BoardSource finds that effective boards do 

their work in committee.  Some boards get stuck in the 

thinking that they have to have standard committees 

regardless of what is in the strategic plan.  One current line 

of reasoning is that committees should be redeveloped at 

the start of each fiscal year and reflect what is needed to 

support the strategic plan.  Also stop and consider if some work can be done in a 

short term work group with out a formal committee.  It is important that the 

expectations of each committee are clear and that all members are held 

accountable. 

 

 

 

17

Board = Governance

� Organizational Operations

� Community Relations

� Resource Development

18

Informed Boards = 
Informed Decisions

� Full and open discussion on every issue

� The executive director must provide the 
board with enough information to make 
responsible decisions

� Board and executive director must agree 
on boundaries

19

Committees

� Effective boards do their work in 

committees.  Ineffective boards do 

committee work at board meetings.

� Committees should mirror strategic plan

� Committees are “policy influencers”
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8 Steps to Building a Strong Board (cont.)                        Time:  30 min.                       

Can any of you recall a movie or television show or book 

where someone comes running into the courtroom/police 

station/jail at the last minute with the crucial piece of 

information that changes the events?  You do NOT want to 

replicate this with the board.  The ED should submit 

written reports to the board that deals with the three P’s: 

progress, problems and plans.  The board must be prepared 

to ask the tough questions of the executive director. 

An often heard complaint of executive directors is that the 

board is micromanaging his/her leadership and 

management.  Board members have to realize that when 

the ED keeps them informed, it is not opening the door 

for micromanaging.  Having measurable goals, job 

descriptions for both the board and ED and regular 

evaluations of both the board and ED can help address 

and avoid this issue.  It is also important that other board members assess 

regularly the relationship between the ED and board chair to ensure it remains 

productive. 

Have you ever had a situation where one or two board 

members announce at a board meeting that they decided 

on a certain issue or that something has already taken 

place when it was never discussed as a whole board?  Has 

a board member disciplined a staff member without 

authority to do so?   It is important for all board members 

to understand that individual board members do not have 

authority to make decisions unless it is specifically granted by the board.  It is 

equally important for all board members to speak as one voice once a decision has 

been made.  If a board member cast a dissenting vote it will be noted in the board 

minutes, but upon leaving the board meeting all members should stand behind the 

decision made by the board as a whole. 

 

 

 

20

No Surprises!

22

Board Authority Rests with 
the Group, Not Individuals

“Unless specifically granted by a board 
vote, individual board members do NOT 
have authority to:

- Discipline, fire or hire staff

- Commit the CASA/GAL program to                
services or purchases

- Offer the use of CASA/GAL program 
facilities, assets or staff to another    
organization.”                     Bryan Orander

Charitable Advisors, LLC

21

Resist Micromanaging

� Measurable goals, well defined 
expectations

� Up to date job descriptions for board and 
executive director

� Regular evaluations for executive director 
and board

� Healthy and productive relationship 
between executive director and board 
chair
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8 Steps to Building a Strong Board (cont.)                        Time:  30 min.                       

 

Activity:  Direct the participants to review the 8 steps for 

building a strong board in the PowerPoint handout that 

was just discussed.  Participants should choose 1 of the 8 

areas that is the greatest challenge for their CASA/GAL 

program.  Break into small groups (3-4), explain your 

challenge and brainstorm solutions.  Take 10 minutes to do 

this exercise.  After 10 minutes bring the group back and ask for one or two 

challenges and corresponding solutions. 

 

Who Does What?                                                              Time:  15 min.                       

 

Activity:  Tell participants that we are now going to apply what we have 

discussed.  Direct the participants to Handout: “Who 

Does What?”  Instruct participants to take 5 minutes to 

mark each question True or False.   

Review each question with the participants.  Below are 

the questions, answers and a brief explanation appears in 

italics: 

1.  ___T____ The board’s job is to focus on outcomes rather than 

on day to day operations. (Day to day operations is the domain of 

the staff.)   

2.  ___F____ The board treasurer handles the checkbook.  

(Generally, the ED should do so.  However,  the separation of 

duties, i.e. reconciliation not being done by check writer, is the most important element of 

financial controls.) 

 

3.  ___F____ The management team reports to the board. (The ED reports to the board.  All  

  other staff report to the ED.) 

 

 

 

24

Who Does What?

� Handout:  Who Does What?

� True/False

� 5 minutes

� We will review the answers as 
a group

25

True or False?

1. The board’s job is to focus on outcomes 
rather than on day to day operations.

2. The board treasurer should handle the 
check book.

3. The management team reports to the 
board.

23

Stop, Reflect, Network

� Review the 8 steps

� Choose one that is your 
greatest challenge

� Break into small groups (3-4) 
and brainstorm solutions



Moving Forward for Children 

Boards 101-Facilitator Script 

13 

17

Any Surprises?

9. Individual board members are responsible 

to speak to the media in a crisis.

10. The board decides financial matters like 

which vendor to use and how much to 

spend on a new computer.

Who Does What? (cont.)                                                    Time:  15 min.                       
 

 

4.  ___F____ The executive director selects new board members.  

(The ED may suggest  potential members but the board selects.) 

 

5.  ___F____ The board evaluates the staff. (The board evaluates 

the ED.  The ED does the rest of the staff.) 

 

6.  ___T____ The executive director or designated staff prepares 

the budget, financial and programmatic reports.  (While the 

Treasurer or Finance Committee chair may  compile elements of the financial reporting in some 

programs, it must be done in collaboration with ED to make the data accurate, i.e. expenditures 

last month, to  what account each is coded, etc.) 

 

7.  ___T____ The board approves the budget.  (This is a critical 

part of the board’s oversight  duties. The approval discussion serves 

as a great place to connect the board’s budgetary decisions to its 

resource development responsibility.)      

 

8.  ___F____ The executive director and staff are responsible to 

seek funding to accomplish the mission of the agency.  (This is one 

of the board’s basic responsibilities, again, with support and assistance from staff.)  

 

9.  ___F____ Individual board members are responsible to speak to 

the media in a crisis.   (Individual board members should be trained 

to refer all media inquiries about the CASA/GAL program to the 

“designated responder” for crises. That is usually the ED, 

occasionally a board member if there is special expertise.) 

 

10. ___F____ The board decides financial matters like which vendor 

to use and how much to spend on a new computer.  (The board sets big picture financial policy 

like budget line items or the bid process for major purchases.  Implementation of those policies, 

such as the examples above, rest with the ED and staff.) 

 

Wrap Up:  Ask the group if they were surprised by any of the answers?  Have a 

short discussion about any responses that were a surprise to the participants. 
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True or False?

4. The executive director selects new board 
members.

5. The board evaluates the staff.

6. The executive director or designated 
staff prepares the budget, financial and 
program reports.

27

True or False?

7. The board approves the budget.

8. The executive director and staff are 

responsible for seeking funding to 

accomplish the mission of the agency.
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Wrap Up/Evaluations                                                        Time:  5 min. 

 

 

The Independent Sector has set forth these 4 characteristics 

of a successful nonprofit.  The information that we 

discussed today provides a foundation to use to build a 

dynamic board of directors to support your CASA/GAL 

program and become a stronger nonprofit organization. 

 

We all have probably experienced walking away from a 

workshop or conference with many ideas that never got 

translated into action.  Today we have discussed board 

responsibilities, building a strong board, and learned that 

one of the four steps to building a successful non profit is 

building a dynamic board.   You have spent some time 

brainstorming ideas with your peers and identifying areas in your program that 

need strengthening.  At this point we want to turn your intention into action steps.  

We are going to take a few minutes and complete a board evaluation instrument 

that is in your handouts.  If you are an executive director or other staff member 

complete the evaluation based on your perception of what transpires with the 

board.  After completing the form review your responses for areas that could use 

improvement.  Take this information, along with the other areas you have assessed 

today, and come up with the top 3 action steps you determine are most important to 

implement in the next 90 days.  After you complete that, fill out your address on 

the post card in your materials and write a message to yourself that will jog your 

memory to check on the status of these steps.  The card will be mailed to you a 

month from now as a reminder. 

Facilitator: 

• Ask for questions 

• Review parking lot questions, if time permits 

• Handout evaluations (if applicable) 

• Collect postcards as participants leave 

• Make sure that you mark your calendar and send the postcards out 

within the 30 day window! 
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Good Intentions

“It is not good enough for things to be 

planned-they still have to be done; for 

the intention to become a reality, energy 

has to be launched into the operation.”

Walt Kelly

29

Characteristics of a 
Successful Nonprofit

� A clear agreed upon mission

� A strong, competent executive director

� A dynamic board of directors

� An organizational wide commitment to 
fundraising
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One last step for the FACILITATOR only: 
 

 

Please help us by taking five minutes to follow this link and complete the 

facilitator’s evaluation form to give us your feedback on your experience using this 

module. 
 

http://www.zoomerang.com/Survey/?p=WEB2288WBJ6NWA 

 


