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• See the results of unintentional 
board recruitment

• Consider how to strengthen 
governance through clarity

• Learn about strategies and 
resources to bring home

Outline for the 
session



Who is ready for an adventure?



Happy Valley Land Trust



Meet the executive director
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• Nancy
• 1 year in the role
• Prior experience as a land protection specialist
• Early stage of career, smart, gets it
• Grew up in town, understands people and culture
• Frustration is growing with her current board and doesn’t know what to do about it

The Executive Director



Meet our board members
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Ginny Harrington, 76 years old
• Length of Service: 18 years
• Profession: Retired Biology teacher
• Mission Alignment: Understands mission. Loves nature; has led hikes for 10 years. Serves on 

local open space committee.
• Financial Support: Gives modest annual gift; intends to bequeath 50% of her estate to Trust.
• Personality: Introverted; quiet at meetings. Very agreeable and does not challenge the status 

quo or provide much by way of thoughtful guidance or advice.
• Other: Kind and blindly supportive the board chair. Limited social and business relationships 

that add value to her board service.

The Kindly Supporter
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Emily Reed, 50 years old
• Length of Service: 1 year
• Profession: Self-employed financial planner
• Mission Alignment: New to the board and her understanding of the mission is emerging.
• Financial Support: Gives modest annual gift. Enthusiastically agreed to host the annual 

fundraising event.
• Personality: Talks a lot; tendency to interrupt; can be argumentative; very social.
• Other: Fundamentally struggles with the concept of managing to a mission and still sees the 

bottom line of the budget as foremost indicator of success.

The Interrupter
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Antonio Rhodes, 42 years old
• Length of Service: 3 months
• Profession: Land-use attorney
• Mission Alignment: Appreciates mission but works for developers. Thinks perhaps there is too 

much conserved land already.
• Financial Support: Does not give money; believes his board service is enough of a gift to HVLT.
• Personality: Cooperative disposition; wants to contribute; new to board; trying to find his way. 
• Other: Wonders how HVLT can generate revenue from lands. Likes to impress others with his 

knowledge.

The Impresser
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Greg Kane, 47 years old
• Length of Service: 1 year
• Profession: Just sold tech start-up for lots of money; no longer working
• Mission Alignment: Likes to hunt, fish, hike with kids; understands importance of protecting 

land; lives in gated community.
• Financial Support: Gave a generous gift last year but restricted it to stewardship of land 

around his development.
• Personality: High energy & confidence; lots of time on his hands; loves to suggest ideas and 

be the smartest person at the table.
• Other: Wants to do social media and marketing for HVLT; very vocal about staff shortcomings; 

wants to be involved in operations; does not understand that operations are the responsibility 
of the ED.

The Meddler
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Stacey Ames, 38 years old
• Length of Service: 2 years
• Profession: Owns local bookshop.
• Mission Alignment: Afraid of bugs; does not spend much time in nature. Cares about the 

community but not passionate about land protection.
• Financial Support: Gives a generous gift and is willing to help fundraise.
• Personality: Talks a lot; does not listen well; very social; knows many people in the 

community. No interest in the finances; does not understand the reports given to the board.
• Other: Often misses meetings or must leave early to get home to family.

The Talker
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Serena Thompson, 82 years old
• Length of Service: 24 years
• Profession: Owns family horse farm that has been in family for 3 generations.
• Mission Alignment: Family is one of largest landowners in the community; gave  HVLT its first 

piece of land. Family sold 10,000 acres to developer.
• Financial Support: Biggest annual donor. Intends to leave significant bequest.
• Personality: Very polite, agreeable, and gracious; does not rock the boat. 
• Other: Does not review board packet; often falls asleep during the meeting.

The Sleeper
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Doug Walters, 55 years old
• Length of Service: 2 years
• Profession: Realtor
• Mission Alignment: Not passionate about land protection but appreciates it because he 

understands the connection between open lands and high real estate values. Thinks new 
developments are beautiful.

• Financial Support: Gives modest annual gift, but only if asked.
• Personality: Shares information from board meetings in the real estate community. Lacks 

discretion and does not honor confidentiality required of board members. 
• Other: Is helpful to the staff on real estate transactions. Knows many landowners..

The Blabber
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Jack Grady, Board Chair, 78 years old
• Length of Service: 17 years (Chair for 12)
• Profession: Retired middle school teacher
• Mission Alignment: Understands mission well and is passionate.
• Financial Support: Gives a generous annual gift but will not help with fundraising.
• Personality: Believes in importance of consensus. Is affable. He is liked but not necessarily 

respected by many on the board. 
• Other: Not a strong leader, can be naïve. Spends a lot of time in the weeds on issues of little 

consequence. Has trouble controlling the meeting and allows side conversations and 
interruptions.

The Pleaser



Board Meeting Agenda
1. Approval of Minutes from January Meeting

2. Chairman’s Report
• New Lights in HQ Parking Lot
• Book Donations to the HVLT Library

3. Fin Com Report
• Audit Management Letter

4.    Land Protection Project
• Sunnyside Farm

 
5.    ED’s Report

• Helicopter Pad in Easement
• Fundraising

6.    Other Business
• Social media
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• Consider your organization’s 
strategic goals

• Ensure board remains strategic 
and balanced

• Consider values and approach 
for strong culture fit

Strategy #1: Clarify 
who/what you need
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• Visually outline competencies, 
demographics and connections

• Identify gaps to address

Strategy #1: Clarify 
who/what you need
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Board Profile Matrix
Developed by Judy Anderson and Donna Erickson
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Board Profile Matrix

• landtrustalliance.org/resources/learn/explore/templa
te-for-practice-3b-board-profile-matrix#content 

https://landtrustalliance.org/resources/learn/explore/template-for-practice-3b-board-profile-matrix#content
https://landtrustalliance.org/resources/learn/explore/template-for-practice-3b-board-profile-matrix#content
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Other Examples: Board Profile Matrix
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Other Examples: Board Profile Matrix



Applying the matrix
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Be clear about who you need at the table
• It is easier to find it when you know what you need.
• What’s well represented?
• What’s missing?

Identifying gaps







27

Be clear about who you need at the table
• How might you find new board members that fill the gaps? 
• Where might you look?
• How do you know if it will be a good fit?

• Spend time getting to know people 
• Meet with potential board members
• Ask your network
• Low risk ways to test the fit (e.g. volunteer committee member)

Identifying gaps
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• How might your organization be 
enhanced by board members with 
expertise from other sectors or 
lived experiences?

• Where can you find board 
members with different lived 
experiences, perspectives and 
expertise?

• How might you lower barriers to 
participation?

Does your board 
reflect the community 
you work in?

https://greenleadershiptrust.org/


29

• Engage internal board champions to 
collaboratively assess strengths and 
opportunities for growth

• Prioritize training to build skills and 
awareness (e.g. DEI Framework and 
Resources for Change)

• Consider committee participation or a junior 
board as an on-ramp to board member 
status

Is your board culture ready 
to welcome new 
perspectives?

https://greenleadershiptrust.org/
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Be clear about what you expect

• Develop a board service agreement 

o Sets clear expectations about responsibilities and 
commitments, making the role more approachable 
and transparent. 

o Reinforces accountability by serving as a shared 
agreement on what is required to fulfill roles 
effectively. 

o For smaller organizations that rely on board 
members for day-to-day operations: articulate 
volunteer tasks separately from board agreement

Strategy #2: Clarify 
roles and expectations 
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Utilize Job Descriptions for Key Board 
Positions
• Essential for operational efficiency, 

transparency, succession
• Clarify scope – help members understand 

contributions, reduce risk of key tasks being 
overlooked

Strategy #2: Clarify 
roles and expectations 
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• Provide a formal orientation to ground them 
in the land trust’s business

• Help them understand the mission, land 
conservation context, and their 
responsibilities

• Use an onboarding checklist and board 
manual (portal: bylaws, minutes, policies, 
committees)

• Host orientation training

• Consider mentorship

Strategy # 3: Set them 
up for success
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Resources for You

Board Matrix 
• Board Profile Template – Judy Anderson 

and Donna Erikson
Board Service Agreements
• Board Commitment Letter – All Volunteer 

Land Trusts - Parallel Solutions 
• Board Commitment Letter – Staffed Land 

Trusts - Parallel Solutions 
• Board Job Description - Development for 

Conservation

Job Descriptions
• Board Chair Roles and Responsibilities – 

Board Source
Onboarding Materials
• Introduction to Land Trust Work for New 

Board Members – Land Trust Alliance 
Webinar with Connie Manes

• Learning Path for Board Members – A 
guided journey through Alliance resource 
specifically for  board members

• Board Member Orientation Checklist – 
Board Source

chrome-extension://efaidnbmnnnibpcajpcglclefindmkaj/https:/a.storyblok.com/f/120093/x/e2d77fcabb/board_profile_matrix_template.pdf
https://landtrustalliance.org/sample-all-volunteer-board-commitment-letter-using-rasic-language
https://landtrustalliance.org/sample-all-volunteer-board-commitment-letter-using-rasic-language
https://landtrustalliance.org/sample-board-commitment-letter-using-rasic
https://landtrustalliance.org/sample-board-commitment-letter-using-rasic
https://developmentforconservation.comwp-content/uploads/2024/05/SAMPLE-Job-Description-Board-Director-2024.0503.pdf
https://boardsource.org/resources/board-chair-role/
https://landtrustalliance.org/resources/learn/explore/introduction-to-land-trust-work-for-new-board-members?queryID=750472f154a0f21aab990d1c43836965
https://landtrustalliance.org/resources/learn/explore/introduction-to-land-trust-work-for-new-board-members?queryID=750472f154a0f21aab990d1c43836965
https://landtrustalliance.org/resources/learn/ways-to-learn/learning-paths/board
https://boardsource.org/nonprofit-board-orientation-checklist/
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Resources for You

Recruiting for board diversity

• Leading with Intent – Board Source

• Recruiting for Board Diversity with 
Respect – Board Source

• Green Leadership Trust 

Webinars and recordings

• Reenergizing Your Board

• How to Be a Great Treasurer 
(upcoming May 2025)

• How to Be a Great Board Chair

• Engaging Your Board in 
Fundraising

https://leadingwithintent.org/
https://blog.boardsource.org/blog/recruiting-for-board-diversity-with-respect
https://blog.boardsource.org/blog/recruiting-for-board-diversity-with-respect
https://greenleadershiptrust.org/
https://landtrustalliance.org/resources/learn/explore/reenergizing-your-board?queryID=a31c8feb61da5a0be35aad5f2b3e7872
https://landtrustalliance.org/resources/learn/explore/how-to-be-a-great-board-chair?queryID=c353be3de4cfe094bb5d96d5284e0d92
https://landtrustalliance.org/resources/learn/explore/engaging-your-board-in-fundraising
https://landtrustalliance.org/resources/learn/explore/engaging-your-board-in-fundraising


Thank you!
Karen Grey
Executive Director
Wildlands Trust
kgrey@wildlandstrust.org 
(617) 633-5193

Jen Plowden 
New England Senior 
Program Manager
Land Trust Alliance
jplowden@lta.org
(978) 595-3871

mailto:kgrey@wildlandstrust.org
mailto:jplowden@lta.org
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