A

N [Land Trust Alliance

Together, conserving the places you love

Three Strategies
for Better Boards

Jen Plowden Karen Grey
New England Senior Executive Director
Program Manager Wildlands Trust

Land Trust Alliance

Massachusetts Land Conservation Conference, March 21, 2025



Outline for the
session

 See the results of unintentional
board recruitment

« Consider how to strengthen
governance through clarity

» Learn about strategies and
resources to bring home




Who is ready for an adventure?



Happy Valley Land Trust
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Meet the executive director



The Executive Director

* Nancy

1 yearintherole

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



Meet our board members



The Kindly Supporter

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 Interrupter

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 Impresser

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 Meddler

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 Talker

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.

e Other: Often misses meetings or must leave early to get home to family.



The Sleeper

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 Blabber

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 Pleaser

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 naive. Spends a lot of time in the weeds on issues of little
consequence. Has trouble controlling the meeting and allows side conversations and
interruptions.



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
e Sunnyside Farm

5. ED’s Report
* Helicopter Pad in Easement
* Fundraising

6. Other Business
* Social media



Strategy #1: Clarify
who/what you need

« 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

* Visually outline competencies,
demographics and connections

* |dentify gaps to address



B O ard PrOﬁle M atriX Board Profile Matrix Hame Hame

Developed by Judy Anderson and Donna Erickson Skills and Knowledge

Accounting
Advertising/Marketing
Banking/Finance

Board Experence
Consarvation Biology/Ecology
Fundraising and Davelopment
Govammantal Relations
JournalismiWriting'Editing
Larndowner Relatons/sswes
Legal

Larnd Consarvatan
hMadia/Entertainment
Strategic Flanning

Nonpralit Managemenl

Fublic Relatons/Cammunicabions
Raal Estate

Volumeer Organizing

Wikdlife Biology

Farmirng

Contacts and Influence
PhilarthropistsMdajor Donors
Business Community
Pedia
Govarnmant AgEﬂCiEE.
Ethnic/Minarity Groups
Consarvation Grganiﬂhuns.
Landowrars

Mative Amencan Tribas




Board Profile Matrix

landtrustalliance.org/resources/learn/explore/templa

te-for-practice-3b-board-profile-matrix#content

.ﬁ.g[iELlI.ur.'-.'ll cnmrnunil.}n'aﬁsmatiunﬁ
Schools

Senice Drgé'lr'l.n'.‘i'llir.':l‘lﬂ

LGETO Comrmunity

Values/Organizational Styles
Team--player

Listerer

Leadsar

Faollowes I.I"Ir::Ingh an commibmeants
Policy orentated

Congenial/Fun

Articulate, public speaking
Calculatedr risk-lakes

Sell-mativated

Demographics
kdale
Famale
Transgender
Undar 40 Yaars
10-49 Years
50-59 Years
B0+ Years
Geoagraphic Location - (urban'rural)
Geographic Location - (state)



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

Other Examples: Board Profile Matrix

Appendix 3B: Board Compaosition

Land Trust Standards and Practices 2004

‘Board Matrix

Board Member Area of Expertise* Community / Diversity+

and Prospects

Buisiespuny
Bujuuelq
AydeibBoag

sjuaIo/sIaquIS|y

Existing Board

Prospects

* The particular skills you want on your board.
+ The geographic or cultural demographics you want on your board.




Other Examples: Board Profile Matrix

Board Names:

Board Member Names
E % E Eﬂ E Contacts & Influence
= Press — Servi Wil
Skills & Knowledge Praminenioroly priate Jand GHTES
Land trust conservation methods & lechniques Prominent donors - individual, corp, foundation
Forest management Real estate industry
Wildlife management/ecological communities Agriculture, forestry, or mining industry
svatnds peowcion - - Elecied governmen ofiias  ocal oy, S8
Water resources — lakes, rivers, streams tribal, ,egeral ' T
Legal — conservation & organization Government agencies — local, county, state, tribal,
Financial planning for estate and other taxes federal
Finance/investment management
Real estate transactions Demographics
Volunteer development & management goun:y ¥
Public presentation skills [ [ County 7
Communications — media, public relations City A
Marketing Village B
Publications — newsletter, brochures, graphics Village C
Land trust/non-profit governance City D :
Strategic planning e
Leader;hlp developmentl MNon-resident with relevant perspectives/experiences
Fundraising - membership development Male
Fundraising - major donors Female
Fundraising - corporations & foundations :g:b,'g?g
Grant writing | | Age 25-34
Organizational alliances, partnerships Age 35-54
Board development = experience w/ other boards Age 55-70
Human resources/personnel Lr e
= r ‘White/Caucasian
F:Accounnngfhouhke&pmgrbudgatmg Hispanic

Risk managementinsurance Blagck

Asian

Indigenous/Mative American




Applying the matrix



Identifying gaps

Be clear about who you need at the table

e |t is easier to find it when you know what you need.
 What's well represented?

* What's missing?




Board Profile Matrix

Skills and Knowledge
Accounting
Advertising/Marketing
Banking/Finance
Business/Entrepreneur

Board Experience
Conservation Biology/Ecology
Education

Fundraising and Development
Governmental Relations
Journalism/Writing/Editing
Landowner Relations/lssues
Legal

Land Conservation
Media/Entertainment
Strategic Planning

MNonprofit Management
Public Relations/Communications
Real Estate

Volunteer Organizing
Farming

Wildlife Biology




Board Profile Matrix
Contacts and Influence
Philanthropist/Major Donor
Business Community
Media

Government Agencies

BIPOC Groups

Conservation Organizations
Landowners

Indigenous
Agricultural Community/Associations
Schools

service Organizations
LGBTQ Community

Demographics

Male

Female

Monbinary

Under 40 Years

40-49 Years

50-59 Years

60+ Years

Geographic Location
seasonal/Year Round




Identifying gaps

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)



Does your board
reflect the community
you work in?

 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?

_‘@ﬁw
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https://greenleadershiptrust.org/

Is your board culture ready
to welcome new
perspectives?

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

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

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

29


https://greenleadershiptrust.org/
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ember Commitment Letter
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Data;
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» Faalan‘ng -1 heallh)' N positipg Drganizaﬁonal Culturg,
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folloy of foys CRerational aey Programmr,, J0als, ang 4 , SOUrGIng plan
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Appmvir'-g i esc.-wmmns anf supq::rwsmg E-v-.iluallng an :wprﬂvirhg mmpensacmn tor
P Contracty,
. Faetsn'ng 2 Culturg tgy EMbraceg Iaarnng through impacy ocusag Svaluating ne Qoals
and targgts the Strategi, Plan,
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and furttgy, I agree tn;
* Aclve ¥ revigew 1003 of all me
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* Respong Wwithiry oS i eCeiving an Smail ar iy,
Member, stafl, op VOluritpga,
@ I prefer 1 n;-ornmurmate by




Sample Board Member Commitment Letter

For an All-Volunteer Organization
U'sing RASIC Language

Member Mame:

Diate:

As a board member, | agree and commit te perferming the governance roles the board as
a body has responsibility and authority for, including:

« Fostenng a healthy and positive organizational culture.

« Establishing the organization’s strategic plan, incledng the mission, vision, values, areas
ol locus, operational and programmatic goals, and a resourcing plan.

« Homnaring the board's role and respecting roles the board has delegated to board
committeas, volunteers, and contraciors in managing operations and specific tasks and
activities.

«  Cherseeing the organization's linances and approving and monitoring the budgel

* Approving role descriptions for key managemeant roles led by wolunteers (e.g..
communications/marketing lead, membearshiplevents lead, stewardship/assat/property
management lead, project managemeant lead, accounting lead, fundraising lead,
voluniesr coordination lead, ete.).

»  Approving rode descriptions and supervising, evaluating, and approving compensation for
paid contractor(s)

« Fostering a culturs that embraces lesarning through impact-focused evaluation of goals
and targets sat in the strategic plan.

+ Fostenng board leadership and growth, including board recrutment.

= Participating in leadership succession procesaes (both emergency and planned),

* Serving on a board committas.

| have read and agree to all the commitments and responsibilities outlined in my Board Manual
and further, | agres to:
«  Actively review 100% ol all meeling materials 1o remain knowledgeable aboul the
arganization and its operatons.
« Act a8 a positive ambassador for the organization and its goals and decisions.
« Respond within __ hours of receiving an email or phone call from a fellow board
member, stall, or volunt@er,
o lpreferto communicate by (email, phona, text, other).

=2

=  Email:
=  Phone number:
= Mailing Address:

Az a volunteer, | am also willing to be assigned responsibility for lasks that have been
prioritized through the strategic plan and/or annual work plans developed and authorized
by the board. These activities include

My support of the organization’s financial sustainability will be demonstrated by the
following actions. | will:

1. Make a gitt by December of this year thal's commensurate with my iinancial absdity and
combort.

. Personalize solicitatons for donation letters

3. Make thank you calls and/or writa thank you notes to existing donors, membsars, or
voluntesrs.

4. Act as a community-based ambassador, championing the organization’s mission and
work.

5. Attend community outreach and relationship-building events hosted by the organization.

6. Other:

]

Board Member Signature:

2 e =




Wildlands Trust
Board Member Selection Criteria

Since 1973, the Wildlands Trust has been served by committed board members who
dedicate their time and resources to promote land conservation and its role in shaping
our region. We select board prospects based upon their commitment to our mission as
well as their ability to bring knowledge and professional skills to our work. We
encourage all board members to provide philanthropic support, but an individual's
ability to give significantly is not a pre-determinant for board membership. Below are

some of the criteria we apply when considering candidates for the Wildlands Trust
board:

e Solid alignment with our land conservation mission and an interest in learning
more about how land protection works.

e Willingness and ability to serve as a Wildlands ambassador in the community.

* Commitment to support the mission financially, given the ability to do so.

* Awareness, or willingness to learn non-profit business and operational principles
and how these differ from for-profit principles.

* Professional skills and valuable expertise to the organization (legal, natural
resource, engineering, farming, business, finance, insurance, investment,
fundraising, volunteerism).

* Diverse regional geographic representation.

e  Willingness to attend 5 meetings per year, serve on a sub-committee, and assist
the organization with special projects related to professional skill set or interests.



Board Chajr Job Description
Credie BoardSource 2013
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Board Chair Job Description
Credit: BoardSource 2013

Leadership Skills (The How)

LTA — Be a Better Board Chair 2024

Personal Qualities

= Be approachable and available.

®= Bea good listener and communicator.

®  Show integrity, respect, ad humility.

= Be a strategist, visionary, and generative thinker.

= Be fair and open-minded.

®  Be authentic and genuine.

=  Develop and use group facilitation skills.

®* Encourage open communication and constructive debate.
®  Beastudent and a teacher.

Commitment to the Board

®= Engage board members to take ownership for the work of the board.

®  Celebrate the hard work and achievements of individual board members and the collective

board.
®  Promote outstanding board development and governance practices.
Commitment to the Organization

®  Show an understanding of, and passion for, the mission, values, and work of the
organization.

®= Engage board members to show the same commitment.
=  Uphold legal and ethical standards of conduct.

®  Ensure board members and management (including board chair and ED/CEQ) speak with
ONE voice in the community.

=  Ensure transparency, compliance, and accountability for the organization’s operations.

Key Duties (The What)

Executive Director/CEQ

®  Cultivate a working partnership with the ED/CEO.

= (Owversee hiring, monitoring, and evaluation of the ED/CEO.
Board Members

= Focus on governance responsibilities.

®  Ensure that every board member carries out the roles and responsibilities of boar service

within the context of legal obligations (duty of care, duty of loyalty, duty of obedience).

= Be the contact for board members on board issues (communication with you - not around
you.)

& (Oversee board assessment process.

A v 1 g2 @ ) Q

P.0.Box 86190 = wOrTiana, UTEEON ¥/ L558 & SUS-La8-UUUU « Www sonogrounaconsulting. com

Meetings

= Preside at all meetings of the board and executive committee and at other meetings and
events as necessary.

= Develop a board agenda of items that require board input and use a consent agenda for
“information only” items.

= Promote meaningful dialogue at board meetings and give every board member an
opportunity to contribute.

Board Structure

= Other than the standing committees outlined in the bylaws, adopt a work structure that
efficiently supports the work of the board and ensures communication linkages.

= Appoint board committee and task force chairs.
= Ensure ongoing communication with the board.

= Serve as ex officio member of all committees except the governance committee when
discussing elections (no need to attend all committee meetings, but firsthand experience
does provide insight into seeing what committee members are grappling with).
Community

= Cultivate relationships with individual donors, funders, and other community stakeholders
in collaboration with staff.

= Serve as a community ambassador to share with others about the organization.
= Be an advocate for the organization.

= Serve in a public relations role by giving speeches, welcoming others, and/or showing
support for lead players (e.g. ED/CEQ, senior management, committee/event chairs) at the
annual meeting, {Jrganizat'iunal programs, and community events as appropriate.

= Pen an article, column, or blog to be featured on the organization’s Web site, in a newsletter,
and on other social media/communication outlets.

Partner with the EDICEQ and Board Members

= Ensure a comprehensive board development plan.

= Assess and monitor organizational alignment with mission.
=  Engage in strategic planning and program evaluation.

= Oversee fiscal affairs and organizational assets.

= Ensure legal and ethical compliance of all board work.

= Develop and maintain risk management safeguards.

= Implement and adhere to strong governance practices.

M Page 2




Strategy # 3: Set them [

<« c 25 wildlandstrust.org/board-home pxd '} a °Pause

up fO r Su c ce S S % Bookmarks @ Home [ Wildlands Email & A Landscape Anal.. & Facts About The N... Kirkham Dark Sky... #) Non-Profits & Cha.. & National Weather.. & Five Sauces for th...

Wildlands Trust Board of Directors

* Provide a formal orientation to ground them
in the land trust’s business

* Help them understand the mission, land
conservation context, and their

Upcoming Board Meetings

All Board meetings are at 5:30PM in the
Barn unless stated otherwise.

Thursday January 30, 2025
Thursday April 24, 2025

Thursday July 24, 2025

We reserve the option to have a 5th
meeting via Zoom if needed at any point
in the year.

Lands Committee
Jan' 21, 2025 SiteVisit

Lands Committee

Lands Committee

2024 - 2025
Board Committees

Please contact Karen Grey if you have
questions on committee assignments.

Executive Committee
(Staff Liaison: Karen Grey)
Sam Chapin (Chair)
Scott Ford (Vice Chair)
Pat Loring (Chair Appointee)
Greg Lucini (Treasurer)
Deborah Sedares (Secretary)
Mark Russo (Chair Appointee)

Site Visit - Tues., Jan. 21, 2025 +
. ngagn Finance & Audit Committee
responsi bilities Site Visit - Tues. Oct 8, 2024 + (Staff Liaison; Karen Grey)
Greg Lucini (Chair)
Document ‘ Site Visit - Mon., July 1, 2024 + Mark Russo
. . January 30, 2025 Site Visit - Tues., Apr. 9. 2024 + Lands Committee
« Use an onboarding checklist and board Sttt L, St oo
Phil Benjamin (non-board)
. . . . Resources Brian Harrington (Chair)
manual (portal: bylaws, minutes, policies, g
Patricia Loring
. Board Member Contact Policies Ellen Milt (Non-board)
CO m m Itte eS) Information Wayne Petersen (Vice Chair)
Financials Mark Russo
Archived Meeting Minutes + Stewardship Committee

» Host orientation training

« Consider mentorship

Atterbury, Marilynn

1023 Long Pond Rd, Plymouth, MA 02360

(Staff liaisons: Zoe Smiarowski &
Owen Grev)




Resources for You

Board Matrix Job Descriptions

» Board Profile Template — Judy Anderson <« Board Chair Roles and Responsibilities —
and Donna Erikson Board Source

Board Service Agreements Onboarding Materials

« Board Commitment Letter — All Volunteer ¢ Introduction to Land Trust Work for New
| and Trusts - Parallel Solutions Board Members — Land Trust Alliance

S Bl G e S ], el Tl Connie Manes

Trusts - Parallel Solutions  Learning Path for Board Members — A
guided journey through Alliance resource
specifically for board members

« Board Job Description - Development for
Conservation

 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/

Resources for You

Recruiting for board diversity Webinars and recordings

* | eading with Intent — Board Source » Reenergizing Your Board

* Recruiting for Board Diversity with « How to Be a Great Treasurer
Respect — Board Source (upcoming May 2025)
 Green Leadership Trust « 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

\\i Land Trust Alliance
Together, conserving the places you love

Thank you!

Jen Plowden Karen Grey

gew Eng'&nd Seenrior Executive Director
rogram Mana
2 2 Wildlands Trust

Land Trust Alliance |
inlowden@lta.orq kgrey@wildlandstrust.org

(978) 595-3871 (617) 633-5193



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