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Fundamental Conversation’s for Nonprofit Boards Video Series 
Facilitator’s Guide 

 
Video Location: https://vimeo.com/album/5448992 

 
Welcome to the Fundamental Conversation’s for Nonprofit Boards Facilitator’s Guide.   
 
Please first review the Meeting Guide to assist you with room set up and meeting design.   
 
This guide is designed to be used together with the Fundamental Conversation’s for Nonprofit Boards Video Series. Each video in the series lasts between 7-10 
minutes. They can be viewed alone or together with this guide and a facilitated discussion. Should you choose to view each video during a meeting and work 
through the discussion guide, we recommend setting aside 30 minutes to watch the video and discuss its contents. 
 
As you approach this video, keep in mind these themes: 

 Use this guide to create dialogue. Identify a facilitator who can keep the group on track and ask probing questions. Create action steps for each 

question. Complete each portion of the grid and identify your priorities.  

 

 There are no right or wrong answers. Use this guide as a starting point. Use this guide as an audit of where you are and where you need to go. 

Organizations are like people. They often move through several different stages of development – from “Start-Up” to “Growing” (sometimes called the 

“Adolescent” stage) to “Mature” and sometimes to a stage of “Stagnation” or “Decline.” Just like people, organizations rarely do this in a neat, orderly, 

and predictable fashion. Organizations may be at the “Start-Up” stage in some respects and at the “Growing” stage in another. 

 

 Once you see it, you cannot unsee it. This video is designed to teach you best practices that will guide you toward becoming a better and stronger 

organization.  These practices, if applied, will leave you better off in the long run.  Take on new learning, evaluate old patterns of behavior and modify 

where necessary.  Embrace a culture of continuous improvement and learning.   

 

 Practice, practice, practice. Practicing new habits may cause growing pains. Let this happen. Change is not easy, but it can yield a series of positive 

results. Keep the mission of the organization in mind when discussing critical issues. Identify ways to check in with each other to assess progress.  
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Resources 
 

Recommended Governance Practices, 2016. BoardSource. https://boardsource.org/wp-content/uploads/2016/10/Recommended-Gov-Practices.pdf 
 
Recruiting and Retaining Good Board Members, 2018. Minnesota Council of Nonprofits. http://www.minnesotanonprofits.org/nonprofit-resources/leadership-
governance/board-basics/recruiting-and-retaining  
 
The Executive Director and Board Relationship, 2018. Minnesota Council of Nonprofits. http://www.minnesotanonprofits.org/nonprofit-resources/leadership-
governance/board-basics/the-executive-director-and-board-relationship 
 
 
 
Nonprofit Network is willing to facilitate any portion of this guide for your organization. Please contact us directly at 517-796-4750 or info@nonprofnetwork.org 
to discuss costs and specifics.  
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Video One: The Purpose of a Board 

Key Takeaways Discussion Questions 
Action Steps 
What needs to be done? 

Necessary Resources  
What is needed to complete the 
action steps? 

Nonprofit boards establish policies 
for management oversight, make 
major decisions, and act on behalf 
of the community to manage 
donated resources. 
 
Nonprofit boards are responsible 
to protect and ensure the mission 
of the organization to benefit the 
community. 

1. How do we know we are 

achieving our mission? What do 

we measure? 

 

2. Do we focus on the impact of 

our programs or the number of 

people we touch? 

 

3. What policies do we have and 

which ones are missing?  How 

do we know?  

 

4. What is our plan to audit the 

policies we have? 

 

5. How do we know that our 

policies are being implemented 

and followed?  
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Recommendations:  

 All organizations are impacted by the larger environment and ecosystem in which they operate. Understanding what that ecosystem looks like for your 

organization, and where you are situated within it, is a critical step for your organization. 

 

 Review your policies on a regular basis. Develop a policy review calendar so that you are reviewing them on a monthly or bimonthly basis. 

 

 Have regular conversations that are centered on your mission. Make sure that all of your programs and services are in direct alignment with your 

mission.  
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Video Two: The Duty of Loyalty 

Key Takeaways Discussion Questions 
Action Steps 
What needs to be done? 

Necessary Resources  
What is needed to complete the 
action steps? 

The duty of loyalty requires that 
nonprofit boards act for the benefit 
of the organization and not for their 
personal benefit. Simply put, the 
duty of loyalty requires undivided 
loyalty to the organization. 
 
Duty of loyalty means publicly 
disclosing any conflicts of interests 
and not using board service as a 
means for personal or commercial 
gain. 

1. What are examples of 

relationships that are both 

beneficial to the organization 

and might pose a conflict of 

interest?  

 

2. What are our expectations of 

each other in regard to making 

monetary gifts to the 

organization?  

 

3. Do we as a board team have a 

giving goal?  

 

4. In what ways can our 

relationships have influence that 

might pose a conflict?  
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Recommendations:  

 Develop and implement an up-to-date conflict-of-interest policy. 

 

 Complete a conflict of interest disclosure form on an annual basis and create a process to share those disclosure forms with the entire board (verbally or 

in writing). Be aware that your Executive Director should not be responsible for managing conflicts of interest between board members.   

 

 Identify and follow a process for handling conflicts effectively. How an organization manages conflicts of interest and assures open and honest 

deliberation affects all aspects of its operations and is critical to making good decisions, avoiding legal problems and public scandals, and remaining 

focused on the organization's mission. 

 

 Create appropriate supporting policies, like a Bid Acceptance and Approval Policy for large contracts and vendors and a Gift Acceptance Policy to ensure 

that staff are not inappropriately influenced.   
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Video Three: The Duty of Care 

Key Takeaways Discussion Questions 
Action Steps 
What needs to be done? 

Necessary Resources  
What is needed to complete the 
action steps? 

Duty of care means that board 
directors must give the same care 
and concern to their board 
responsibilities as any prudent and 
ordinary person would.  
 
Board members should be actively 
participating in board meetings and 
on committees. It also means that 
they should be actively working 
with other board directors to 
advance the organization’s mission 
and goals. 

1. How do we demonstrate duty of 

care? 

 

2. What areas do we need to 

practice? 

 

3. How does the board discuss 

critical issues like conflicts of 

interest, insurance and liability 

from the outset?  

 

4. How are committees utilized 

and do they report regularly to 

the full board? 

 

5. How are financials presented 

monthly to the board? 
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Recommendations: 

 Stay informed about the activities and finances of the organization by regularly attending board meetings, actively examining and evaluating the board 

packet/financial reports, and understanding how the organization functions under its bylaws.  If you don’t have the information you need, discuss how 

to improve the contents of your board packet.  As your organization evolves, the information required by board members will change.  Check in with 

board members to make sure they have the information they need to make good decisions.  

 

 The duty of care requires regular participation in board meetings.  Directors and officers are responsible for the organization’s decisions and activities, 

whether he or she was present or absent at any particular meeting.  All board members are legally responsible for all decisions.   

 

 Minutes of each board and committee meeting should be recorded in writing and maintained in a central, safe location for ever.  Board meeting minutes 

are legal documents and the content and decisions should not be altered in minutes without the approval of the entire board.  The written minutes 

should clearly express the board’s or committee’s intentions. Your Financial Auditor will be reviewing your board meeting minutes and verifying that 

your decisions were implemented.   

 

 The board of directors are responsible for ensuring that the organizations has the resources (more than funds, but also skills, expertise, wisdom, people 

who are willing to work and think) it needs to meet its mission.  The board of directors should provide active support for the fund raising, fund 

development and other resource development activities of the organization. 
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Video Four: The Duty of Obedience 

Key Takeaways Discussion Questions 
Action Steps 
What needs to be done? 

Necessary Resources  
What is needed to complete the 
action steps? 

Duty of obedience means a board 
member must act consistently with 
the organization’s goals to maintain 
the public’s trust that the 
organization is using all resources to 
fulfill its mission.  
 
The duty of obedience also means 
that board of directors must make 
sure that the nonprofit is abiding by 
all applicable laws and regulations 
and doesn’t engage in illegal or 
unauthorized activities. 

1. What are some examples of how 
we demonstrate duty of 
obedience? 
 

2. How do we demonstrate 
transparency? To one another? 
To the public? 

 
3. What skills and expertise do we 

need on our board? 

 
4. When was the last time we 

reviewed our bylaws? Are they 
still relevant for our life cycle? 
How do we demonstrate and 
prove that we are following our 
bylaws? 

 
5. Do we have directors and 

officers insurance? If not, in 
what ways will our policies 
protect us? 

 
6. How are we complying with all 

of our legal duties and reporting 
requirements? 
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Recommendations: 

 The duty of obedience requires loyalty to the nonprofit organization’s purpose. It’s critical for directors and officers to know the organization’s purpose 

and regularly assess if the organization activities support and advance the mission and purpose.   

 

 The IRS recommends several board actions to promote good governance practices related to the board’s duty of obedience: 

o Develop both a code of ethics and whistleblower policies; 

o Adopt and monitor specific fundraising policies; 

o Carefully outline and determine compensation practices; 

o Develop and strictly adhere to document retention policies. 

 

 Board members and staff should be able to regularly measure the health of the organization using simple metrics and keep these metrics in the forefront 

(for example: program evaluations, number of volunteers, number of clients, number of donations, and average size of gifts)  
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Video Five: The Structure of a Board 
Key Takeaways Discussion Questions Action Steps 

What needs to be done? 
Necessary Resources  
What is needed to complete the 
action steps? 

The composition and structure of 
the board of directors are 
important to the board’s ability to 
function and represent the 
community served. 
 
Without a strong structure, boards 
can fall prey to wasted time, boring 
or unfocused meetings, and lack of 
strategic engagement from the 
board. 

 Do our bylaws help us in our 

decision making or do we work 

in spite of or around our bylaws?  

 

 Do we have term limits for 

board members?  Why or why 

not? How do we know they are 

the correct length for our 

organization?  

 

 How would we use volunteers 

on our committees? How could 

we add more volunteers to help 

share the burden of the boards 

work?  

 

 Do we re-do the work of 

committees during the board 

meeting?  How could we ensure 

that our conversations focus on 

the most important topics and 

routine tasks are be left to 

committee work? 
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Recommendations:  

 Regularly evaluate the effectiveness of the board, board committees and individual directors. 

 

 Identify a plan to monitor external trends and developments that may affect the organization’s community, mission and services. 

 

 Develop a process for regularly reviewing your governance documents to ensure they are current and relevant. 

 

 A well planned Board meeting begins with a well planned agenda.  Be sure the agenda helps guide the meeting and that adequate time has been 

allocated for important conversations. Consider using a consent agenda to ensure that the most important information has allocated discussion time.   

 

 The Board packet should be received several days before the Board meeting and contain all financial detail, committee reports and reports from the 

Executive Director.  Handing out reports at the Board meeting should be avoided.   

 

 Committees should refrain from verbal reports unless Board action or input is necessary.  Written committee reports should suffice to share all 

necessary information.  

 

 It is recommended that every Board meeting has at least one important conversation with a critical discussion, like approving the budget, review of the 

990, Executive Director Evaluation, Program Evaluation, review of critical policies and planning discussions. Many of these discussions should happen 

annually and mapped on a board calendar.  

 

 Committees should have goals and plans and those goals and plans should be known to all Board members.  
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Video Six: Board Leadership and the Executive Director  
Key Takeaways Discussion Questions Action Steps 

What needs to be done? 
Necessary Resources  
What is needed to complete the 
action steps? 

A high-functioning nonprofit 
requires a collaborative relationship 
between the Executive Director and 
Board Leadership.  
 
It is critical that they each 
understand and appreciate their 
distinct roles to build a structure for 
good debate and decision-making. 

1. How does your board determine 
and agree on appropriate roles 
and responsibilities of board and 
staff?  
 

2. When was the last time you 
evaluated your Executive 
Director? (If you don't employ a 
staff, discuss how you might 
evaluate the performance and 
leadership of your board chair.) 
 

3. How should board members 
interact with the Executive 
Director’s staff? What are 
examples of inappropriate 
interactions?   

 
4. List four ways in which we can 

provide consistent feedback to 
our Executive Director all year 
long 
 

5. How would the entire board 
support the relationship 
between the board chair and the 
Executive Director?  
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Recommendations:  

 Clarify roles and responsibilities of the board and executive director. Establish mutual trust and respect through open communication.  

 

 The board must conduct an annual evaluation of the executive director. This is a key component in the board/director relationship.  

 

 The Board should review their bylaws every 3-5 years and update them as necessary.  A copy of the bylaws should be present at every Board meeting 

and referenced to ensure compliance.  

 

 The Board should approve written financial policies that define the financial authority of the Executive Director and other individuals. 

 

 The Board should ensure all members understand their roles and responsibilities, including their legal and ethical obligations.  It is recommended that 

Board members discuss specific examples of their responsibilities and how they differ or intersect from that of staff.  
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Video Seven: Board Recruitment and Orientation 
Key Takeaways Discussion Questions Action Steps 

What needs to be done? 
Necessary Resources  
What is needed to complete the 
action steps? 

The effectiveness of a board’s 
performance depends on 
strategically identifying the skills, 
expertise, diversity and contacts the 
board needs to achieve its goals and 
then recruiting board members who 
reflect these characteristics. 
 
Training and retraining crucial 
functions and issues unique to your 
organization builds and engaged 
and effective board. 

1. What are some reasons we want 
a diverse board?  
 

2. What is our definition of 
diversity and how do we recruit 
with this in mind? 

 
3. What is our current recruitment 

process? Do we feel we have the 
best composition of talented 
and engaged board members?  

 
4. What is our current orientation 

process? Ask newer board 
members to evaluate the 
orientation process – do they 
feel the process gave them the 
right information in the right 
amount of time.  
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Recommendations:  

 Implement a year-round director-recruitment program in which a pool of prospective candidates is developed and vetted, and in which candidates have 

an opportunity to learn more about the organization. 

 

 Engage in thoughtful and advance planning regarding board development and composition to avoid conflicts of interest, ensure adequate independence 

of board members, and secure an appropriate balance of skills and experience among board members. 

 

 Establish meaningful orientation programs for new board members (and a refresher for long-serving members) that include, among other topics, an 

explanation of fiduciary duties and a discussion of the institution’s mission, vision, and strategic plan. 

 

 The Board should have a common definition of what diversity is and why including people of different skills, races, ethnicities, abilities, economic 

backgrounds, power dynamics, gender and educational achievement is important to Board discussions and the success of the organization.   

 

 All Board members should know and value what skills they bring to the Board and what skills other Board members provide.   

 

 


