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Introduction

Context

The NSW Department of Family and Community Services, Ageing Disability and Home
Care (ADHC) aims to provide better and more integrated services for vulnerable client
groups in NSW. ADHC is responsible for funding and providing services for older people,
people with a disability, their families and carers. ADHC works in partnership with many
organisations to deliver the best possible services for clients, and funds over 900 non-
government organisations (NGOs) and local government providers to deliver services.

ADHC is committed to developing a sustainable support system for people with a
disability, older people and their carers by working with the NGO sector to build the
system’s capacity and accountability. In 2010, the NSW Government allocated $17
million to an Industry Development Fund (IDF), to be administered by National Disability
Services NSW (NDS) in partnership with ADHC. The purpose of the IDF is to support
initiatives to increase the capacity of the sector. A Directions Report® released in June
2010 outlined six areas of focus for industry development in NSW, using IDF funding:

People with disability at the centre of service delivery

People with disability have access to the information and range of supports they
need to live the lives they choose

High-performing organisations achieving real outcomes for people with disability
Robust planning and resource allocation decisions based on accurate data/evidence
Effective governance, leadership and management of the sector

The workforce is skilled, capable and focused on people with disability.

Project background

The effectiveness of NGOs (like all organisations) is directly linked to the capability and
performance of top leadership. Good governance and sound management are key in
cementing future viability and sustainability. Good governance requires strengths in:

Leadership, forward planning and the provision of guidance to the organisation,
particularly in terms of developing an appropriate organisational culture

Authority, accountability and control, providing monitoring and oversight of the
management, including ensuring good management practices and the institution
and application of appropriate ‘checks and balances’ in meeting fiduciary
responsibilities

Stewardship of the organisation, with the responsibility for safekeeping the
organisation on behalf of stakeholders, particularly in terms of ensuring that the
organisation pursues its stated purpose and remains viable in doing so.

Good governance is vitally linked to the composition of the Board and skill levels of
individual Board members. However, the Boards of most NGOs are volunteers, and while
many perform ably, some lack the training and breadth of experience to fulfil the role of
Board member to optimum potential. While there have been numerous initiatives designed
and delivered to assist voluntary directors to meet their responsibilities (and many of
these have been successful), ongoing support to maintain and lift the level of governance
within the sector is considered essential.

! Directions Report NSW Disability Service Sector - Directions for Industry Development 30 June 2010
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Project objectives

In order to advance the governance effectiveness of ADHC funded organisations, the

Nucleus Consulting Group proposed a project to determine the feasibility of a Board

Member Recruitment Service for the sector. The service would match Board needs to

professionally qualified prospective volunteers (to supplement an organisation’s existing

processes and offer new options for Boards to consider). Such an initiative may involve:
Development of online marketplace where NGOs can be matched to qualified
professionals as prospective new board members

Provision of ancillary consultancy services to bed down and support placements

Provision of a more proactive search capacity for pivotal appointments.
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A Board Member Recruitment Service aligns directly with a number of strategies and
actions specified in the Directions Report including:

LCommissioned search
('special person not on
database eq high profie]

Strengthening the skill base of boards
Further enhancing corporate governance and strategic leadership

Assisting organisations embed a culture of continuous improvement with a focus on
excellence, innovation and effective risk management

Developing a promotional strategy to attract skilled board members to the sector

Establishing links with professional bodies as sources of potential board members
to bring specific expertise to sector governance

Leveraging the capacity of the community to support people with disability.

Bradfield and Nyland? in a review of governance literature (commissioned by NDS and
ADHC) found that NGOs generally needed to take a more systematic and skills focussed
approach to Board member recruitment, orientation and training. They would also benefit
from advice regarding governance models for balancing skills requirements with
representation of interests (for example, parents or carers).

> Bradfield Nyland Group (2011) Good Governance: ‘It’s Your Business’ Learning and Development Strategy
Review of Literature and Initiatives

L ————————————————————————————————————————————————————————————————————————————————————————————————————————
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Project methodology

To establish the feasibility of a Board Member Recruitment Service, a number of separate
research initiatives were pursued including a brief targeted literature review, a survey of
ADHC funded organisations and interviews with selected professional associations
(representing sources of potential new Board members) and a sample of NGOs.

After the initial research phase, a live trial was conducted involving the recruitment of new
Directors to fill a number of Board vacancies at three selected NGOs.

This report presents the findings of the survey of ADHC funded organisations (and
selected elements from the literature review where relevant to survey questions). It also
consolidates findings from all research initiatives including the recruitment trial and draws
conclusions about the overall feasibility of a Board Member Recruitment Service.

A total of 185 organisations completed the initial survey, most being incorporated
associations (60.7%) or companies (36.0%), as shown in Table 1 below:

Table 1: What type of organisation are you?

Answer Options Response Percent Response Count
Incorporated Association 60.7% 108
Co-operative 1.7% 3
Company not for profit 36.0% 64
Company privately owned for profit 1.7% 3

100% 178

Responses came from organisations of all sizes, evenly spread, from large to small:

Table 2: What is the annual income of your organisation (all sources)?

Answer Options Response Percent Response Count
$0 - 500,000 15.4% 28
$500,001 - 1M 9.9% 18
$1,000,001 - 5M 35.2% 64
$5,000,001 - 10M 17.0% 31
$10,000,001 - 50M 9.3% 17
$50,000,001 or more 13.2% 24

100% 182

A larger proportion of respondents were from non-metropolitan areas:

Table 3: Where is your head office?

Answer Options Response Percent Response Count

Metropolitan 40.9% 74

Non-metropolitan 59.1% 107
100% 181

L ————————————————————————————————————————————————————————————————————————————————————————————————————————
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Board Composition

Key components of Board success, as well as business success generally, are the elements
of team work and complementary skills. An effective board will provide good governance
and leadership by working effectively both as individuals and as a team.

Of ADHC funded services that responded to the survey, most had between seven to nine
Board members?®, as shown in Chart 4 below. Under most circumstances this is a workable
size, neither too large not too small:

Chart 4: How many Board members do you have?
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Just over two thirds of all organisations responding to the survey (n=185) had at least
one client or family member on the Board. With appropriate controls to manage conflicts
of interest, it can be useful to have representatives of service users on Boards so long as
the function of the Board is not impaired and a reasonable balance is maintained:

Chart 5: How many Board members are also clients or a family member or carer of a client?
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3 Alater table in this report (see page 15) shows that numerous organisations also had vacancies on their

Board at the time of the survey
e —
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Based on a sample of 1,424 Board members (reported by survey respondents),

gender was evenly split between male and female:

Table 6: What gender are your Board members?

Answer Options Response Percent Number

How many are Male: 51.6% 735

How many Female: 48.4% 689
100% 1424

Board members had served as a member of the Board of their organisation for a range of

times, the most frequent being 3-5 years, as shown below:

Table 7: How long has each Board member been on the Board?

0-1 year 1-2years 3-byears 5-10years

Number of
Board members 257 260 393 259
% of Total 18.0% 18.2% 27.7% 18.2%

Chart 7: How long has each Board member been on the Board?

10+ years Total
1424
17.9% 100%

450

400 /\

w
o wu
o O

N\

g N

N N W
o w
o O

[EnY
(9]
o

Number of people

100

50

0-1 year 1-2 years 3-5 years 5-10 years
Years served as a Board member

10+ years

Of interest in the data above:

There appears to be significant turnover in Board members, 36.2% of Directors
having served for two years or less. Whether this is healthy (ie: a regular
injection of new skills and energy) or unhealthy (a rapid churn that may indicate
problems in Board function or member retention) is unknown (and would need to

be considered on a case by case basis)

A good proportion of Board members have substantial experience with their
organisation, 63.8% having served on the Board for more than three years

A significant number of Board members (17.9%) have been on their Board for
10 years or more. Again, whether this is a good thing (ie: accrued experience
and knowledge) or something that may require attention (fresh energy and ideas

needed) would require further analysis.

Www.nucleusgroup.com.au
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The age of Board members varied across the spectrum, as shown in Table and Chart 8
below, but most seemed to be older (44.6% being over 60 years of age):

Table 8: How old are each of your Board members?
Younger 40-49 50-59 60-69 70-79 Older Total

Number of
Board members 102 267 414 445 155 29 1412
% of Total 7.2% 18.9% 29.3% 31.5% 11.0% 2.1% 100%

Chart 8: How old are each of your Board members?
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Table and Chart 9 below show qualifications of serving Board members at surveyed
organisations (more than one qualification per person may have been listed where
individuals had multiple qualifications):

Table 9: Qualifications of serving board members

University Post-grad No specific Other

degree qualification Plglome| - Ve qualifications Vet
Number of
Board members 601 247 208 128 261 11 1456
% of Total 41.3% 17.0% 14.3% 8.8% 17.9% 0.7% 100%
Chart 9: Qualifications of serving board members
Other
No specific qualifications
Trade
Diploma
Post graduate qualification
University degree
0 100 200 300 400 500 600 700
Number of Board members
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Table 10 below shows the range of skills and experience represented on the Boards of
respondent organisations. Most common were business and accounting, followed by health
and human services:

Table 10: What skills/experience do you have on your board?

Response Percent Response Count

Business 82.6% 147
Accounting 72.5% 129
Service provision 59.6% 106
Parent/Family 55.1% 98
Health 48.9% 87
Education 46.6% 83
Legal 36.5% 65
Marketing/advertising 33.1% 59
Client 30.3% 54
Banking 26.4% 47
Industries related to specific service offerings 25.3% 45
IT 21.3% 38
Insurance 6.2% 11
Other (please specify) 11.2% 20

In earlier work undertaken by Bradfield and Nyland*, ADHC funded organisations were
surveyed as part of the NDS Good Governance Program. It was reported that:
35% of ADHC funded organisations had half or more of their Board with
professional governance related expertise; however 40% had only one or two
members and 15% had no members with professional governance expertise.

Where there were no Board members with professional governance expertise,
organisations were clustered in the $1-3 million annual income range

24% of ADHC funded organisations had Board members who had either
commenced or completed a certificated governance course. Of these, larger
organisations (annual income over $5 million) were more likely to have this
Board profile than smaller organisations

22% of organisations reported that half or more of their Board was composed of
people representative of their client group, parents or carers (again, many of
these were clustered in the $1-3 million annual income range).

Where this occurred, the Board was more likely to be seen by the CEO as lacking
in strategic capability and resistant to learning and change.

4 Good Governance: It's Your Business Learning and Development Strategy — Review of Selected Literature and

Initiatives. Bradfield Nyland Group, October 2011
e —
www.nucleusgroup.com.au Page 8



The Nucleus survey also asked ADHC funded organisations what factors, in the
respondent’s opinion, contributed to making a good Board member:

Table 11: In your experience, what factors make a good board member?

Response Percent  Response Count

Work experience in a key area of Board function 83.7% 149
Passion for the cause 79.2% 141
Understanding of service delivery environments 76.4% 136
Understanding of disability sector 71.9% 128
Understanding of lived experience of people with disability 53.4% 95
Relevant academic qualifications 42.1% 75
Previous contact with your organisation 21.9% 39
Lives close by 8.4% 15
Knows other Board members 5.1% 9

Other (please specify) 14.0% 25

In addition to the factors in the table above, although some overlap, respondents also
noted a range of ‘other’ attributes they believed helped to make a good Board member:

Good people skills, cooperative, democratic

Strategic thinking

Governance experience and understanding of the role of a public company director
Ability to understand government and disability funding

Integrity, honesty, professionalism

Capacity to fit the culture

Enough time to contribute meaningfully

Matching values

Skills in submission writing

Extensive personal and professional networks.

Survey respondents were asked what qualities were most important to them in a Board
member, apart from professional skills. Key word analysis was used to analyse responses
to this question — Table 12 below shows the most commonly used words:

Table 12: Apart from professional skills, what qualities are most important in a Board member?

ADbility Able awareness Belief BUSINESS clear Thinking
Commitment Decisions ey KNowledge
Governance inciusion Passion eepes SKIllS
Strategic Planning Strategic Thinking Team Player reamwork

s JNnderstanding values v, Willing

Willingness to Learn
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Approaches to Board Recruitment

The vital role of recruitment
Ultimately, organisational performance is influenced by board effectiveness®.

Factors that have been found to contribute to how a Board functions include how a Board
is comprised, the Board capabilities, and interventions that occur that alter this capability
from time to time®.

Underpinning these principles are key roles for the Board in recruiting, developing and

monitoring performance of Board members ’. Consistent with this, there is general
consensus in the literature® that it is the responsibility of an organisation’s Board to:

Find and recruit new members to meet the organisation’s changing needs in
relation to skills, experience and diversity

Provide suitable induction for new Board members

Provide all Board members with opportunities for training and development
according to their needs

Periodically review their performance both as individuals and as a team.
An emphasis on Board recruitment and composition as elements of Board effectiveness is

also noted in It’s Your Business®; Boards should:
Have the right structure and composition to suit the organisation

Ensure the Board has the skills required

Be able to maintain itself over time through recruitment and succession planning
Maintain and develop the skills of its members and its overall performance
Establish good relationships with senior staff and a strong accountability framework

Conduct productive meetings and get through business efficiently.

Overall there is considerable discussion on what contributes to good governance and
Board performance with agreement on a number of factors that contribute to both.
Included in these are Board composition and recruitment as two key themes in promoting
positive impacts on governance and performance.

s Nicholson, Gavin J and Kiel, Geoffrey C (2004) A Framework for Diagnosing Board Effectiveness. Corporate

Governance: An International Review 12(4):pp 442-460

Ibid

” Good Governance A Code for the Voluntary and Community Sector, Summary, The Code Founding Group
2010 viewed at improvingsupport.org.uk/governance

8 see for example Australian Institute of Company Directors (AICD), Role of the board in not-for-profit
organisations, http://www.companydirectors.com.au/NR/rdonlyres/363B0O3EA-B624-4E5D-976A-
565D4EDDAF67/0/DUTY13_RoleOfTheBoardInNFPs.pdf

9 Ageing Disability and Home Care (ADHC) NSW It's Your Business. NSW Department of Family and Community
Services 2011

www.nucleusgroup.com.au Page 10



Methods of recruitment

Organisations that responded to the survey sourced their current Board members in a
number of ways, as shown in Table 13 below (respondents could tick more than one
response). Most relied on known contacts:

Table 13: How did your Board members come to be on the Board?  Please tick all that apply

Response Percent Response Count

Knew existing board member 80.2% 134
Contact of the CEO or senior staffer 58.7% 98
Parent or family member of service user 54.5% 91

Contacted us and expressed interest 38.9% 65
We advertised 24.6% 41

Ex-staff member 14.4% 24
Referred by another organisation 9.6% 16
Recruitment service 7.8% 13
Supplier 3.6% 6

Number of organisations that responded to this question: 167

Other (less frequent) ways that people had come to be on the Board of respondent
organisations included:

Learning about a vacancy through social media
Current staff member or volunteer at the organisation
Manager of a local partner organisation

Headhunted

Nominated and elected from amongst the attendees at an AGM.

Survey respondents were asked how they would recruit a new Board member if the need
arose. Using key word analysis, the most frequently used words in responses were:

Table 14: How would you recruit a new Board member tomorrow if the need arose?

Advertise Approach Board srain storm
Business ... CONtaCts Existing Directors

Expression of Interest Interagency Knew anyone Suitable
media NEITWOTIKS People in the Community
Recruitment rerera i VWOIrd of Mouth

L ————————————————————————————————————————————————————————————————————————————————————————————————————————
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Available governance literature reviewed as a part of this project supports these findings:

A 2010 survey of 140 agencies conducted by the NSW Centre for Volunteering
found a very high incidence of Board member replacement by invitation or
networking over other forms of recruitment®®, 82% of respondents reporting
they acquired new Board members by invitation or networking. Only 15% of
respondents used external advertising, 10% a Board register matching service,
and 5% an external recruitment agency.

A 2012 survey of community based sport and recreation clubs and associations,
arts groups, health services and special interest groups conducted on behalf of the
Victorian Department of Planning and Community Development** (DPCD) found
that most approached potential new Board members through known networks
(48.0%), were friends or colleagues of existing Board members (25.6%), or were
current or former staff, volunteers or clients of the organisation (17.6%o).

Other recruitment strategies identified in the DPCD survey but used less
frequently included advertising through local community networks, using staff
contacts, and advertising in local community papers. Very few organisations
advertised through Board registration services or sourced candidates through a
recruitment agency (2.5%).

Reliance on known contacts as the source of new Board members raises an issue
regarding the extent to which Board member selection is independent and free from bias.
Over-using existing networks can lead to Boards that lack diversity and replicate existing
culture. While it is recognised that it is important to have a cohesive board where
members get along with each other, having the right mix of skills and attracting new
people with different ideas can also be important for the sustainability of an organisation:
“Increasing the variety of people who serve on your Board can offer the opportunity to
tap into a rich pool of talented candidates, bring new voices, experiences and
approaches to decision-making, add depth to existing skills and ideas and, perhaps
most importantly, bring the Board closer to properly representing its stakeholders” *?

“Lack of Board turnover over an extended period can hinder an organisation’s

capacity to respond to a changing environment”.**

The NSW Centre for Volunteering study also found that the size, location and to some
extent type of organisation had some bearing on capacity to recruit appropriate Board
members, particularly in regional areas where “every organisation wants the local
accountant on their committee from the football club to the health service.” **

Boards also need members with a range of specific skills covering the areas of Board
function and accountabilities. Many writers talk about the need to recruit Board members
wisely through skills analysis, recruitment planning and review of existing Board
skills/experience; however, in practice these principles are often overridden. It may be
that circumstances or Boards themselves prevent this occurring, for example most
organisations operate with a general election by members (although for many this is a
fairly nominal process), with candidates drawn from a small pool and often no contest for
positions. A major challenge remains, however, the scarcity of suitable candidates often
leading to a high level of co-option.

1% Governance of NSW Not for Profit Organisations, NSW Centre for Volunteering, 2010

Pathways to Participation on Community Boards and Committees, Nucleus Consulting Group on behalf of
the Victorian Department of Planning and Community Development, 2012

Our Community, Achieving the right mix: towards a more diverse board, viewed 4 January 2013,
http://www.ourcommunity.com.au/boards/boards_article.jsp?articleld=1335

Bradfield Nyland Group, 2011 Op Cit

NSW Centre for Volunteering 2010, Op Cit

www.nucleusgroup.com.au Page 12
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In considering factors that might impact on the decision to seek (or accept) a Board
appointment, Nucleus asked survey respondents when and how often their Boards met
(see Tables 16 and 17 below):

Table 15: When does your Board meet?

Night

Evening

Afternoon

Morning

Mix of the above

0% 5% 10% 15% 20% 25% 30% 35% 40%
Proportion of respondents

Table 16: How often does the Board (usually) meet?

Quarterly

Every two months

Monthly

Weekly or fortnightly

Less often

0% 10% 20% 30% 40% 50% 60% 70% 80%
Proportion of respondents

Survey respondents were asked whether they paid Directors any remuneration or
reimbursement of expenses (organisations could indicate more than one response):

Table 17: Do you pay Directors any of the following?

Response Percent Response Count
Travel (to Board meetings; on official business) 52.0% 66
Memberships 7.9% 10
Training 59.8% 76
Conferences/meeting registration fees 69.3% 88
Honorarium 3.1% 4
Other (please specify) 13.7% 18

Number of organisations that responded to this question: 127

www.nucleusgroup.com.au Page 13



Board orientation

Of ADHC funded organisations that responded to the Nucleus survey, nearly three
quarters had an orientation program for new Board members and a further proportion
were developing one. However, over 10% of organisations had no orientation program:

Table 18: Does your organisation have an orientation program for new Board members?

Response Percent Response Count
Yes 72.2% 127
No 11.4% 20
Under development 16.5% 29
100% 176

Consultations undertaken alongside the DPCD survey™ indicated that the majority of

organisations provided some orientation to new Board members. This included:
Providing a ‘Welcome Pack’ of information containing the organisation chart; role
and purpose of the Board; statement on the separation of governance from
management (CEO role); attendance requirements for Board meetings; conflict of
interest; code of conduct and confidentiality; and complaints/grievance processes
A tour of the organisation to meet staff and understand programs and services

Mentoring by another member of the Board (in particular Treasurers, to assist in
reading and understanding financial reports).

The DPCD survey also found that most members of current Boards had undertaken other
initiatives prior to their joining to prepare for their role. Most had obtained information
about the organisation’s mission, values, services and programs (88%) or sought financial
or annual reports (62%). A further 49% had met with current members of the Board and
just over one quarter (26%) had attended a Board meeting.

Other strategies used by Boards to support participation included:
Developing ‘buddy systems’ where new members are teamed with a more
experienced member to discuss difficult decisions

Mentoring by a Board member from another similar organisation

Dedicating an annual budget for each Board member for training they considered
necessary to support their participation (needs identified through a skills audit)

Videoconferencing meetings, especially in rural areas, to reduce travel time
(requiring less frequent face-to-face meetings, often quarterly)

Chairperson contacting new members after the first few meetings to clarify any
issues and identify any supports required

Setting up ‘cloud’ accounts to share files and documents

Paying reasonable expenses, e.g. travel to attend evening meetings.

1 Nucleus Consulting Group on behalf of the Victorian Department of Planning and Community

Development, 2012 Op Cit
L ————————————————————————————————————————————————————————————————————————————————————————————————————————
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Board Succession

Of ADHC funded organisations that responded to the Nucleus survey, nearly half did not

have a succession plan for the Board:

Table 19: Do you have a Board member succession plan?

Response Percent

Yes 20.5%
No 48.3%
Under development 31.3%

100%

Response Count
36
85
55
176

A similar proportion (nearly half) had no firm plan to replace key Board leaders should

that be required:

Table 20: Do you have a succession plan for particular office bearers (eg Chair; Treasurer)?

Response Percent

Yes 19.9%
No 49.4%
Under development 30.7%

100%

Response Count

35
87
54
176

Only one third of organisations were proactive in managing the composition of their Board:

Table 21: Is your usual practice:

Response Percent

Active re-generation of the Board 29.0%
Filling vacancies more or less as they arise 71.0%
100%

Response Count
51
125
176

Nearly half of all the ADHC funded organisations that responded to the survey had

vacancies on their Board at the time of the survey:

Table 22: Do you currently have vacancies on your Board?

Response Percent

Yes 46.2%
No 53.8%
100%

Response Count
80
93
173

Only one third of respondents undertook any evaluation of the performance of the Board

in meeting its obligations and carrying out its responsibilities:

Table 23: Is the performance of the Board evaluated?

Response Percent

Yes 32.8%
No 44.3%
Under development 23.0%

100%

Response Count

57
77
40
174

www.nucleusgroup.com.au
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Why people volunteer

Motivational factors

Given the significant role played by volunteers in many aspects of community life,
understanding motivational drives should be a cornerstone of attracting and retaining

volunteers.

This is general agreement in the literature'® *’ that the most common reasons why people
volunteer include:
Passion for the cause

Influence of friendships and difficulty saying ‘no’

Meeting a personal need for business, friendship or belonging.

The Centre for Volunteering NSW using ABS data reported that:

57% of volunteers acknowledged helping others or the community as the
reason for their volunteering and 36% wanted to do something worthwhile

44% gave personal satisfaction as a reason
22% of volunteers gave social contact as their reason for volunteering

16% wanted to be active and to use skills/experience, while 11% wanted to
learn new skills and gain work experience.®

Esmond and Dunlop in a Western Australian paper*®, drawing on the work of Clary, Snyder
and Ridge?®, found a range of motivations underlying volunteerism:

Values - the individual volunteers in order to express firmly held beliefs

Reciprocity - ‘what goes around comes around’ (volunteering will also bring
about good things for the volunteer him/herself)

Recognition - the individual is motivated by being recognised for their contribution

Understanding - to learn more about the world through their volunteering
experience or exercise skills that are often unused

Self-Esteem - to increase their own feelings of self-worth
Reactivity - to ‘heal’ and address their own past or current issues
Social - to conform to normative influences of significant others (e.g. friends/family)

Protective - the individual volunteers as a means to reduce negative feelings
about themselves, e.g. guilt or to address personal problems

Social interaction - to build social networks and interact with others

Career development - to make connections with people, gain experience and
skills in the field that may be beneficial in assisting them to find employment.

16 McKee, T. Why People Volunteer The Top Three Reasons People Volunteer. Volunteer Power

http://www.volunteerpower.com/articles/Why.asp

17 Ridley, E and Barr, C. (2006) Board Volunteers in Canada: Their Motivations and Challenges, A Research
Report, Canada, viewed 4 January 2013 http://library.imaginecanada.ca

Australian Bureau of Statistics, Voluntary Work Australia 2006 Survey Report, produced by the Centre for
Volunteering NSW, 2006

Esmond and Dunlop (2004) Developing the Volunteer Motivation Inventory to Assess the Underlying
Motivational Drives of Volunteers in Western Australia CLAN WA Inc

Clary, E. G., Snyder, M., & Ridge, R. (1992). Volunteers’ motivations: A functional strategy for the
recruitment, placement, and retention of volunteers. Nonprofit Management & Leadership, 2, 333—-350

18

19

20
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A recent survey of current (n=423) and prospective (n=208) Board members in Victoria
also found the main reason for joining a community board or committee was primarily
altruistic — having a strong personal interest or commitment to the purpose of the
organisation and a commitment to giving back to the community.*

On the other hand, research has also identified a series of cautions that may act to deter
potential new Board members from seeking an appointment:

Poor relationship between Chair and CEO

Poor leadership from the Chair

Poor financial status of the organisation

Poor reputation of the organisation

Decisions being made outside of meetings and forced through at meetings
Poor role definition

Board members who are service users or staff members not understanding the
requirements of governance

Difficulty getting Board members to do the work required

Lack of succession planning and/or over reliance on a particular person or group
(given problems recruiting new members). Reasons for people not wanting to serve
on a Board included:

- People want to do the activities but don’t want to participate in the running

- Fear of litigation and personal liability if there is significant personal injury
(despite these fears being overstated®?)

- Red tape and bureaucracy
- Fatigue and ill health.

Difficulty attracting people of culturally and linguistically diverse backgrounds to
represent their communities as many lack language, skills and experience.??

' Nucleus Consulting Group on behalf of the Victorian Department of Planning and Community Development,

2012 Op Cit

22 pilchConnect (2011) Guide To The Legal Duties Of Not-For-Profit Committee Members In Victoria, viewed 3
January 2013 http://www.pilch.org.au/govguide/

23 australian Multicultural Foundation and Volunteering Australia (2007) National survey of Australian volunteers
of diverse cultural and linguistic backgrounds, Melbourne

L ————————————————————————————————————————————————————————————————————————————————————————————————————————

www.nucleusgroup.com.au Page 17



Implications for Board recruitment initiatives

Esmond and Dunlop proposed ways that organisations might use known motivational
factors to increase the effectiveness of their use of volunteers. Organisations could:

Tailor recruitment messages by using information on key motivations
Better place volunteers by assessing and meeting their motivational needs

Seek to better maintain volunteer satisfaction by understanding and meeting
their motivations and expectations®*.

Boards, however, need to carefully consider Board composition as inadequate
attention to the recruitment and orientation process and thereafter to Board cohesion
can negatively impact both governance and performance. New appointments to
Boards, particularly ‘professional’ appointments, need to be carefully managed. Some
concerns that have been noted when Boards add highly qualified professionals to their
membership include:

NGO Boards may not be always be focussed on ‘the bottom line’, a range of
interests (eg client, community, philosophical and cultural differences) may
jostle for primacy?. It is important that new Board members are at least aware
of (and ideally commit to) the ideals of the NGO environment and philosophy

By moving to appoint professionals to Boards, NGOs should not over or
undervalue the expertise, efforts and experiences of the existing members. By
comparison with less qualified people, the appointment of high powered/high
qualified new Directors can inadvertantly be percieved as a slight on other
volunteers. It is important to clearly communicate with the Board and
organisation reasons why skills-based volunteering or professional Board
appointments are being made

Not all organisations are ready to use or accept skills-based recruitment to
Boards and organisational readiness needs to be considered®®. Warning signs
may include: micromanagement by the Board; CEO as recruiter; no Board
policies, training or orientation; and no recruitment criteria/articulated process.

Recognition of the work that Board members contribute is also important to creating
and sustaining viable Boards. Small gestures of appreciation can have a huge effect on
morale, motivation, and productivity. While the majority of people volunteer to
‘contribute to the community’ the personal satisfaction and reward gained from the
experience is one of the motivating factors to continue. Acknowledging contributions
personally and publicly and reaffirming the gains made, (e.g. number of new clients;
financial surplus) all contribute to volunteers feeling satisfied in their role.?’

Overall the key points are that process is important at all stages of Board recruitment,
involving Board readiness, candidate specification and selection, member induction and
development, and performance assessment of the individual and the Board as
functioning unit. Professional appointments to a Board should not be seen as an end in
themselves - effective Boards do not just happen, but result from deliberate processes
that include recruiting and developing directors with the right combination of skills,
experience and personal qualities. Effective Boards also have processes for assessing
their own performance and reporting to their stakeholders.

24 Esmond and Dunlop (2004), Op Cit

25 Corporate Perspectives of Serving on a Non Profit Board extract from "Vantage Point" Fall 2000. Posted with
permission from Volunteer Vancouver, British Columbia, Canada. Daniel Patrick O’'Grady

26 10 ‘STOP’ signs on the Road to Board Recruitment. Hildy Gottlieb ReSolve, Inc 2003, 2005 reprinted in
Creating The Future

21 Volunteering Australia (2011) National Survey of Volunteering Issues,
http://www.volunteeringaustralia.org/files/G49Z16ZBPD/2011_National_Survey_on_Volunteering_FINAL.pdf
e ——
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Recruitment Service

Potential for a Board Member Recruitment Service

The survey of ADHC funded services conducted as a part of the feasibility study asked
organisations what type of skills and experience they wanted more of on their Boards.
Most in demand were legal and marketing/advertising skills (note that respondents could
select more than one answer):

Table 24: What additional skills would you like on your board? Please tick all that apply

Response Percent Response Count

Legal 54.8% 92
Marketing/advertising 51.2% 86
IT 32.1% 54
Accounting 29.8% 50
Business 22.0% 37
Industries related to specific service offerings 19.6% 33
Service provision 17.9% 30
Insurance 16.1% 27
Client 14.3% 24
Parent/Family 13.7% 23
Health 13.1% 22
Education 12.5% 21
Banking 9.5% 16
Other (please specify) 8.9% 15

ADHC funded services were also asked if they would use an external recruitment service
to help them acquire a new Board member. Just under half of all respondents would be
prepared to do so, and most of the rest would consider it subject to further information:

Table 25: Would you use an external Board Member Recruitment Service if one was available?

Response Percent Response Count
Yes 44.4% 79
No 15.2% 27
Maybe 40.4% 72
100.0% 178

Not as many however would be prepared to pay for the service (although in addition to
those that would be prepared to pay, another half of all respondents indicated they would
consider it subject to further information):

Table 26: If Yes, would you consider paying for it?

Response Percent Response Count
Yes 19.3% 31
No 30.4% 49
Maybe 50.3% 81
100.0% 161
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Of those that would be prepared to pay (and those that would consider it), most would
only be prepared to pay up to $5,000. Around 10% of respondents would be prepared to
pay up to $10,000. Only one respondent would be prepared to pay more than $10,000:

Table 27: What's the most you'd be prepared to pay an external recruitment service (for a top line
candidate capable of becoming an office bearer one day)?

Response Percent Response Count
$0 - 5000 89.6% 95
$5001 - 10,000 9.4% 10
$10,001 - 20,000 0.9% 1
$20,000 - 50,000 0.0% 0
100.0% 97

Amongst those that would not consider paying for an external recruitment service, most
cited limited financial capacity as the reason. A significant proportion also felt that they
could do themselves as well as an external agency:

Table 28: What's the one main reason you wouldn't you pay for an external recruitment service?

Response Percent Response Count

Can't afford it 38.5% 25
We can do just as well ourselves 27.7% 18
Not the best use of funds 21.5% 14
New Director might not fit 4.6% 3
Board would not approve it 4.6% 3
Scepticism about consultants 3.1% 2

100.0% 65

A small number of respondents were negative about the prospect of an external Board
Member Recruitment Service. Comments included:

“An external service would not be able to determine the potential director’s
knowledge and commitment to the cause”

“How is a service based in Sydney going to have any knowledge about this
community to understand who may be or may not be appropriate for our Committee”

“We’'re user run - we would never use a recruitment service”

“We used an external service on two occasions. Both times the Board member
was less than suitable”.

ADHC funded organisations were asked about the benefits of using an external Board
Member Recruitment Service (more than one response was allowed):

Table 29: What do you think are the main benefits of using an external Board recruitment service?

Response Percent Response Count
Opens up a new pool of candidates 78.8% 123
Pinpoint the skills we need 69.9% 109
Professional assessment of candidates 58.3% 91
Saves time and effort (staff and Board) 47.4% 74
Independent advice on selection 45.5% 71
Provides support to orient a new Board member 25.0% 39
Shows we're serious 22.4% 35
Quicker than doing it ourselves 17.9% 28
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Many respondents identified a range of benefits of using an external Board Member
Recruitment Service. Respondents also noted a number of other benefits, including:

“Could help to filter out undesirable interested parties”

“Prevents perceived favouritism”.

ADHC funded organisations were asked what incentives might encourage them to use
an external recruitment service (more than one response was allowed):

Table 30: Are there any incentives that might influence you to use a recruitment service?

Response Percent Response Count
Free Board evaluation report 64.4% 94
Partial contribution to cost (26%-50%) 53.4% 78
Reduction in ADHC compliance reporting 34.2% 50
Partial contribution to cost (0-25%) 28.1% 41

A small number of respondents indicated that they did not think Board recruitment
was an area that could be incentivised.

Over half of all respondents considered that recruitment services should offer post-
placement support (and most of the rest were as yet undecided on this matter):

Table 31: Should external recruitment services offer post-placement support?

Response Percent Response Count
Yes 55.4% 92
No 10.2% 17
Undecided 34.3% 57
100.0% 178

ADHC funded organisations were also asked what type of post-placement support
would be most useful (more than one response was allowed):

Table 32: What type of post-placement support would be most useful?

Response Percent Response Count

Discussion with Chair/CEO 70.5% 105
Review meeting at three months (2-way feedback) 66.4% 99
Telephone follow up with new Board member 43.6% 65

Finally, ADHC funded organisations were asked if they would like to participate in the
trial by having a new Board member recruited for them:
Table 33: Would you be interested in us recruiting a new Board member for your organisation
(at no charge) as a part of this trial?
Response Percent Response Count

Yes (please add contact details below) 28.5% 47
No 50.9% 84
More information (please add contact details below) 20.6% 34

100.0% 178
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Sources of potential new Board members

A range of professional associations were identified and interviewed to gauge the level of
interest and possible numbers of individuals with the experience and skills to serve on
Boards in the NSW NGO sector. Interviewees were also asked if they would participate in
the trial recruitment of new Directors from amongst their membership. The organisations
interviewed were:

The Australian Institute of Company Directors (AICD)
The CEO Circle

The Law Society of NSW

The Executive Connection (TEC)

The NSW Centre for Volunteering.

Interview questions (copy provided at Attachment 2) were developed in accordance with
the project terms of reference. Additional information was recorded where relevant.

Overall the response from professional associations was positive and highlighted a
potentially large group of people that not only might be willing to serve on NGO Boards,
but were predominantly “high performing” individuals in the corporate world with
considerable experience in Board and company management roles.

Some of the professional associations interviewed already have significant numbers of
members involved in some way with NGOs, although it is not clear how many are involved
specifically with ADHC funded services. What is clear is there has never been a targeted
approach to enlist Board members for this sector.

The Australian Institute of Company Directors (AICD)

The role of AICD is: “To provide leadership on Director issues and promote
excellence in governance to achieve a positive impact for the economy and
society”. AICD is the leader in training and development of Company Directors
and has become increasingly involved in the NGO sector (including providing
specific services to NDS). AICD has a high level of understanding of the needs
and profile of the NGO sector.

AICD has some 32,000 members, which include Directors from such diverse
organisations as ASX-listed companies, government agencies, NGOs, charities,
family-owned/private companies and entrepreneurial ventures. For companies in
the ASX 200, 98% have at least one Director as an AICD member. Significantly
some 61% of AICD members have some involvement in the NGO sector.

AICD were supportive of this project and the broader aim to improve NGO Boards,
and offered free advertising during the trial to assist to recruit new Board
members from amongst its membership for the participating NGOs.

The CEO Circle

The CEO Circle is relatively small with 200 members, 40% of which are in NSW.
Of these, some 15% already serve in the NGO sector, and about one fifth of
them serve on a Board. Of significance is that all members are CEOs and General
Managers.

The CEO Circle worked with Nucleus in the trial, however the relatively small size
of the organisation meant that relatively few prospects were produced, and
these mainly through personal approaches to members considered the ‘right fit’
with a particular ADHC funded service.
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The Law Society of NSW

The Law Society has 26,000 members (all legal practitioners) across NSW, around
50% of who live in greater Sydney. It is estimated that one-third of Law Society
members provide pro bono services.

The Law Society believed that its members would respond favourably to serving on
an NGO Board, from a social justice perspective, to develop their own corporate
governance skills and to connect with their community. The Law Society worked
with Nucleus during the trial to highlight to members the opportunity to serve on
an NGO Board, and within the trial was responsible for producing the largest
number of registrations of interest from potential new Directors.

The Executive Connection (TEC)

TEC claims to be the world’s leading international network of Chief Executives and
business owners. TEC members meet regularly in small groups to share
experiences, listen to expert speakers and address business issues and
opportunities. TEC members are CEQO’s of larger organisations, business owners
and entrepreneurs. Around 10 to 15% of members are from NGOs.

TEC has 1200 members in Australia and New Zealand. All members are part of a
group of about 16 that is led by a TEC Chair. In NSW there are 20 Chairs and 27
groups, or about 400 members. TEC estimated that around 10 to 20% of these
would be prepared to serve on an NGO Board. (TEC also assists members in
transition to semi-retirement, a group that might be of particular interest to NGOs).

TEC participated in the trial by agreeing to highlight opportunities to serve on NGO
Boards to their members, via the group Chairs. However, the dispersed nature of
the Chairs meant that Nucleus was unable to have direct contact with them (within
the limited scale of the trial) or influence the way in which the opportunity was put
to members (if at all). In the end, no registrations of interest were produced from
this source (although it should not be discounted in the future).

The Centre for Volunteering

The Centre for Volunteering is the peak body in NSW promoting and supporting
volunteering and community participation. It includes Volunteering NSW, their
service-delivery arm, and the School of Volunteer Management, a registered
training organisation. Their aim is to connect people and organisations in order to
enrich the community through referral, training, resource development,
information and education services. One specific aim of the Centre for
Volunteering is to enhance the capacity and skills of NGOs.

The Centre for Volunteering has some 500 member organisations and a listed
volunteer base of 58,000 with 40,000 email addresses. It is also part of a
volunteering network across NSW and claims that roughly 50% of registrants
come from a CALD background. The Centre for Volunteering has an effective
website where NGOs can list requests or volunteering opportunities, and
volunteers can seek or respond to these requests. It also has a corporate
volunteering section. The Centre was willing to work with Nucleus on this project
and offered to include a question on volunteering for an NGO Board in a member
survey; however, Nucleus did not pursue this opportunity given the limited scale
of the trial and intent to focus on the professional associations (but the potential
offered by the Centre for Volunteering should not be ignored in the future).
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Interviews with professional associations also discussed the factors motivating their
members to serve on an NGO Board. These are generally consistent with the research
cited earlier in this paper: giving back to the community and ‘making a difference’ were
common themes. In the more corporate orientated organisations there were also themes
around being a good corporate citizen and around younger professionals gaining Board
and community experience to round out their CV’s, particularly in a range of different
leadership situations.

Social justice may be a bigger factor with members of the Law Society but many also
wanted to develop their corporate governance skills. This group might also see it as an
opportunity to raise their profile in the community.

The Centre for Volunteering believes that the many people on their database from a
CALD background (including recent immigrants) may see an NGO Board appointment as
a way to engage with the community and even help obtain employment.

In summary, the response from the professional associations interviewed was positive
with a genuine interest in the project. The number of members represented by these
bodies is significant and offers good potential for an ongoing recruitment service. Some
already have a process of highlighting Board opportunities that could be readily utilised.
What is apparent is that whilst there is a recognition that NFP Boards need to improve,
and there has been a focus on improving how they operate, there has been very little
offered in the targeted recruitment of high performing individuals.
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Prospective users of a Board recruitment service

Interviews with a sample of ADHC funded organisations were undertaken as part of the
trial to gather information on aspects of the development and potential usage of a
Board recruitment service (building on the information obtained from the NGO survey
reported in earlier sections of this document).

Interview questions (see Attachment 3) were developed in accordance with the project
terms of reference. Additional information was recorded where relevant.

The NGOs interviewed were selected from among those 47 organisations that indicated
in the NGO survey they would be interested in Nucleus recruiting a new Director for
them as part of the trial. Ten interviews were completed with either the CEOs or Chairs
(or both) of the following organisations:

Large urban-based, high profile organisation

Board recruitment is strategic and targeted through a nominations sub-
committee which discusses future needs and succession planning. Potential
Board members are approached by the CEO or President, with the President then
meeting them and if appropriate asking them to join the Board. Some
prospective Board members might serve on a subcommittee first. Would be
interested in a Board recruitment service to augment existing approaches with
the possibility of pre and post placement support.

Large rural based organisation

Board recruitment is mainly through local networking and based on the strategic
needs of the organisation. Often this is to ask recently retired people with the
required skills, and the potential Board member is brought on to a committee for
a trial period, then invited on to the Board. Would be interested in using a
recruitment service to increase the pool of potential candidates and have pre and
post placement support (including some mentoring).

Medium size urban organisation

Provides a range of services and currently developing an innovative technology-
based business to complement service delivery. Has undertaken a skills analysis
to identify future needs and three years ago revamped the Board with four new
Directors. This was undertaken by the Chair through membership of the AICD.
Still a need to recruit new members, particularly with skills suited to the
technology initiative. Would use a recruitment service providing it had the right
values for the sector and offered pre and post placement support.

Small to medium size urban organisation

Provides a broad range of community services including disability services in
comparatively disadvantaged communities. Board recruitment is based on
discussions between the CEO and Board, and undertaken by the CEO who has a
broad community network; has also advertised for Board members. In recent
months the CEO has recruited four new members. Would use a recruitment
service providing it can demonstrate a successful track record and provide pre
and post placement support.

Medium size regional organisation

Provides disability and age care services. Until recently, replaced Directors from
local stakeholder organisations but with a change of Constitution now recruits
externally through word of mouth and advertising. This has not been overly
strategic but now identifies future skills needed. Would use a recruitment service
to identify a bigger pool but would want some guarantees of a successful
placement. Some post-placement mentoring would be an advantage.
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Small urban service

Provides mostly respite care to people with disability and their families.
Recruitment has been through personal contacts and generally based on skills
needed on the Board. This approach has worked but there is now a concern that
it has reached saturation and more Directors are needed. Not overly keen to use
a recruitment service and would look at other avenues first. However the Chair
thinks that there could be interest amongst other NGO’s because it is getting
harder to recruit. Also doesn’'t see much need for pre or post placement support.

Medium size rural organisation

Provides a range of services, the only service of its type in the local community.
Board recruitment has mostly “just happened” through the Chair and Directors
approaching people in the local community. These are generally personal
contacts and the feeling is the pool has now been exhausted and they are unsure
how to recruit in the future. Also whilst a skills audit has been done on the Board
they are not sure they can fill the gaps. For all these reasons they would use a
recruitment service but it would need to be cost/benefit. Pre and post placement
support would be attractive and also mentoring of the Board.

Small regional organisation

Provides services in the local community only. Recruitment has been through the
CEO identifying needs and asking people to join the Board. Consideration is
given to bringing the person on to a committee first and also using a local
community service to advertise for Board members. Would consider a Board
recruitment service as it would increase the potential pool of candidates but it
would need to understand local needs. It could also act “at arms length” and
filter candidates, which would be an advantage in a small community. Having
pre and post placement support was definitely seen as an advantage and worthy
of investment within the recruitment process.

Small organisation in regional centre

Provides a community service to people in need but not a specialist disability
service. Recruitment is mostly by personal approach and also (with limited
success) by general email. It has been difficult for this organisation to be
strategic because of the small pool of potential Directors and difficulties in
recruiting new people in the small town environment. Would use a recruitment
service but it would need to understand the organisation and its objectives. Pre
and post placement support would be an advantage particularly regarding the
legal requirements of Directors.

Small rural organisation

Provides respite care only. The organisation has been largely re-built over recent
years from a poor financial position. This included a new Board and finding the
skills needed to stabilise and develop the organisation. Mostly this has been
done by networking in the local community and through organisations like
Rotary and Lions. Unsure whether a recruitment service would be useful and
would need to get people from the local community where the organisation is
already connected.
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The interviews highlighted some common themes in NGO Board recruitment, including:
All had vacancies on their Boards

Most either formally or informally took a strategic approach to identifying and filling
Board vacancies, but many had to be pragmatic in recruiting from a small pool

Consistent with the original survey, most recruited by personal contact through the
networks of the CEO or Board

Most would use a recruitment service (only one said no but later qualified this)

Most would be happy to pay for the service (outside of the trial) but this obviously
varied, particularly based on the size of the organisation and finances. A consistent
theme was that some form of guarantee of successful placement would be
required, much like a traditional staff recruitment service. Some suggested the
government should pay

Most also thought that a recruitment service would need the right values and
understand the sector, rather than having no real prior involvement or empathy

Rural and regional organisations particularly struggled to get new Directors

Most thought pre and post placement support from the recruitment service would
be an advantage and many liked the idea of a mentoring service

Board recruitment for most NGO'’s is a challenge and there has not been much
change or innovation in approaches

Community profile, reputation, type of services delivered, size and where they
operate all have some impact on capacity to recruit new Directors.

All organisations reconfirmed their interest in participating in the trial by having new Board
members recruited by Nucleus; most were also clear about the types of skills they needed
on the Board as the basis for the search.

Original project budget provided for just one organisation to participate in the recruitment
trial; however Nucleus elected to ask three organisations to take part in the trial and in
consultation with NDS invited the following organisations to participate:

A small organisation in a regional centre
A medium size urban organisation
A small size urban organisation.
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Report on the trial of a Board recruitment service

Nucleus contacted the CEOs at each of three organisations to confirm participation in
the Board recruitment trial and timelines. A process was agreed with each organisation,
shown in the diagram over the page.

Key tasks undertaken by Nucleus included:
Liaise with participating NGOs to compile Board vacancy specification

Develop search and selection criteria and liaise with the professional associations
to advertise the vacancies

Field expressions of interest from people interested in becoming an NGO Board
member including exploring the nature of the opportunity e.g. structure of the
NGO; services provided; sectoral issues and challenges; expectations etc

Receive and review applications/CVs, matching to NGO needs and circumstances
Prepare short lists for each NGO, develop summary profiles and submit to CEO

Provide support and monitor interview and selection process (although the latter
was completed by the NGOs alone).

Key tasks to be undertaken by each participating NGO included:
Prepare a Director Position Description

Convene a selection subcommittee to schedule and conduct interviews and
discuss and select preferred applicant

Conduct follow up meeting(s) with preferred applicant(s) and offer positions

Develop and implement an appropriate induction package.

To assist NGOs and maximise the chances of successful outcomes, Nucleus developed a
tool kit to guide the recruitment process (see Attachment 4). NGOs were advised that the
kit was not intended to be prescriptive, and they were free to use their own recruitment
methods/resources or tailor tools from the Nucleus kit to suit their individual
circumstances. Nucleus endeavoured to work flexibly with each trial organisation.

This kit included the following elements:
Board Skills Assessment (to determine what extra skills they needed)

Person Description (key skills and qualifications sought in a new Board member)
Information Package (to be sent to prospective applicants for a Board position)
Screening and Short Listing guide (to assess candidates against selection criteria)
Interview guides (to assess candidate potential)

Decision making matrix (to make decisions in a structured and systematic way)

Board Induction guide (to ensure new Board members are up and running quickly).

The recruitment exercises were ultimately very successful with 94 applications received.
Good results were recorded in all three NGOs:

Medium urban organisation — shortlisted eight, interviewed four and appointed
two new Directors

Small urban organisation — shortlisted four, interviewed two and appointed both

Small organisation in a regional centre - shortlisted four, interviewed two and
appointed both.
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Upon completion of selection, Nucleus undertook a series of interviews with the CEOs
and Chairs of the three participating NGOs and with a sample of applicants to gather
opinions about how the process might have been improved:

Interviews with participating Chairs/CEQOs

Internally, the process may have been improved by greater attention to:

Developing an effective communication strategy with existing members of the
Board to ensure they are supportive and committed to Board improvement

Providing applicants with more information about the disability sector,
philosophy and future directions/priorities (“disability awareness material™).

The Chairs and CEOs that participated in the trial were strongly positive. The benefits of
using an external Board member recruitment service were seen to include:

Opened up a new pool of candidates

Pinpointed the skills needed, assessed against actual circumstances and conditions
(“tailored uniquely to us™)

Professional guidance and industry expertise on tap (through the consultant),
promoting confidence that “if we do this the organisation will be better off”

Independent assessment of candidates, ensuring only fully qualified and suitable
applicants were presented.

Having experienced the trial, most of those interviewed agreed that it would be reasonable
to pay for such a service in the future; however, price would be a key factor. Some
wanted assistance to better develop the internal capability to conduct and conclude a
more professional recruitment program themselves.

Some placed the issue of Board recruitment within the broader context of succession
planning, not seeing it as a one-off occasional exercise — they were concerned about how
the Board might be constituted in the longer term and believed they needed to have a goal
and plan strategically to get there. External assistance in this area would be welcomed.

Interviews with applicants (both successful and unsuccessful in gaining a position)

Applicants for Board positions identified the following issues they thought would have
improved the process:

Having stricter timeframes for NGO action and decision and greater articulation
of the process (“having someone | can ring to find out whats going on”)

Receiving more regular communications regarding progress, application status etc
(having someone who was “unconnected that | could rely on for straight talking”)

Having key governance documents (roles, responsibilities, risk management,
policies and procedures etc) available to short listed applicants, in part to allow
them to prepare for interview but also to demonstrate the professionalism of the
organisation they are considering joining

Insufficient focus in the process about how the placement might benefit the
professional (not that this was a primary motivation, but some applicants felt
this was “all one way traffic”)

More thorough induction for new Board members, including more detailed
briefings from the consultant (both before and after appointment) about what
they might expect (some experienced an element of “culture shock”). At one
NGO, the new Directors noted a poorly organised and ineffective induction,
despite the organisation having an induction package

Not having the CEO as “lead recruiter” (which many thought irregular and
possibly compromising given the CEO reports to the Board).
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Among factors that might have deterred applicants from seeking appointment were (note
these were general views and not comments about the NGOs participating in the trial):

Poorly organised or “unfocused” recruitment exercise
Taking too long (“no clear sense of action”; “explicitness”)

Overly long and too frequent Board meetings, meetings held at night; poorly
developed meeting agenda; Board business that is overly operational in nature

Lack of clarity in legal and liability issues

Perception that some NGOs are poorly run.

Some of these factors can be overcome by provision of more detailed information for
applicants and pre-placement support. There was a consensus that pre and post
placement support would be important in successful outcomes. It was also generally
recognised that there would be a need for some specific support and education on
disability services and the major reforms that are taking place (if the Director had no
prior background in this area).

Interestingly, publicity around the National Disability Insurance Scheme (NDIS) and the
increased profile of disability was a significant factor in numerous people coming
forward (both from a personal and professional development perspective) — they had
been awakened to opportunities by publicity about the NDIS.

Remuneration didn’t emerge as a major factor but payment of expenses shouldn’t be
ignored. Other factors (such as the way an NGO conducts Board meetings) could be
more challenging and involve cultural change in the organisation if the placement is to
be successful (and such factors should be canvassed in the process of matching
individuals to particular Boards).

Overall the key point is that process and professionalism is important at all stages of
Board recruitment, including for many the involvement of an independent adviser. If
organisations are going to rejuvenate their Boards and/or meet the many strategic and
governance challenges that they will face in the future, for many an enhanced approach
to recruitment is required.

A number of Board member matching services (in part similar to the proposal canvassed
within this project) are noted, some providing a portal for linking NGOs with skilled
professionals who may wish to serve on a Board. However, these have generally been
unsuccessful in establishing widespread acceptance within the market (according to
organisations interviewed as a part of this project due to various factors including narrow
focus, unrealistic expectations amongst users of the register, insufficient numbers of
registered prospective Board members and lack of support for the match). A key missing
ingredient is active management such as that which might be supplied by an external
service. Aspiring new Directors saw independent, external guidance as a “welcome
intermediary” providing a “more effective, positive force”. The Law Society noted a strong
conviction from many to become Board members but “they just haven’t had a clear way”.

Conclusion

The feasibility study into NGO Board member recruitment has shown that high quality
Directors can be recruited for the sector. There were successful outcomes for each of the
three trial organisations with two new Directors appointed at each (all professionally
qualified in key disciplines relevant to the expressed needs of the NGO).

Following placement, it will be critical that participating NGOs pursue a thorough induction
to capitalise on the work done and facilitate effectiveness of the new Directors. Ideally,
this would include some form of post-placement support from the consultant, however this
is out of scope for the current project.
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The study showed that a large pool of well qualified people can be successfully recruited
from professional bodies and associations. This is especially significant when it has been
shown that most new Directors within the sector are recruited from amongst known
contacts.

The key to success in this project was developing a robust process based on a Board
skills audit and then developing a detailed ‘person description’ to guide the search for
Board candidates. External, independent intervention (from senior industry experts) was
important to both the NGO and applicants, both in structuring the process and keeping it
on track. This however has a cost, and despite the obvious benefits it is questionable
whether many NGOs would be prepared to pay full cost (estimated to be around $10,000
per Director, with most of the consultant time going into preparing the NGO and guiding
and supporting applicants, rather than interviewing and selection which should remain
the responsibility of the NGO). NDS and ADHC may wish to consider options that would
increase the take up rate amongst NGOs, including for example cost sharing. This would
lead to improved governance and more sustainable organisations within the sector.
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Attachment 1: Literature Review Search Criteria

<descriptor> boards

<descriptor> control

<descriptor> governance
For <descriptor>, use:

- ‘not for profit’

- ‘community’

- ‘non-government organisation’
- ‘third sector’

- ‘social profit’

- ‘charity’

- ‘voluntary’

- ‘stakeholder’

- ‘effective’

- ‘corporate’

- ‘good practice’

- ‘“framework’

Board <descriptor>

- ‘member characteristics’
- ‘profile’

- ‘structure’

- ‘skills’

- ‘recruitment’

- ‘member orientation’

- ‘member qualifications’
- ‘succession plan’

Repeat searches above substituting ‘committee’ for ‘board’
= Volunteer <descriptor=>

- ‘motivation’

- ‘recruitment’

- ‘ism

L
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Attachment 2: Professional Association Interviews

1. Do you believe your members would be interested in learning about opportunities
to serve on a not-for-profit board?

2. Roughly what proportion of your members do you think already serve in some
way?

3. What is your membership profile? Numbers by home postcode? Age; sex;
qualifications; skills

4. How many of your members do you think would be likely to take up an
opportunity to serve as a member of a not-for-profit board?

5. What factors do you think might motivate your members to serve on a not-for-
profit board?

6. What factors might turn them off the idea?

7. s there any chance that we could survey your membership to obtain their
responses to some of the preceding questions?

8. Can you profile (characterise) those of your members you think would be most
likely to register interest in becoming a member of a not-for-profit board?

9. What strategies/actions might encourage professionals to join an NGO board?

10. Are there any possibilities that we might collaborate with your organisation in
making an approach to your members?

11. List ways this might happen
12. What other avenues or methods of recruitment can you think of?
13. Are there any organisations like yours that we should also be talking to?

14. If we were to place one of your members in a board position with a community
organisation, what do you think their expectations might be?

15. What form of external post-placement support might assist to integrate a new
board member quickly and enhance their effectiveness?
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Attachment 3: NGO Interviews

1. How were members recruited to your Board?

Which avenues were most successful? What was difficult?

w

Have you been strategic about recruiting members from a range of didfferent
backgrounds/skill sets?

Have you identified ways to make the process more effective/efficient in the future?
How would you recruit a new Board member tomorrow if the need arose?

Would you use a professional board member recruitment service?

What factors might influence your decision to use an external service?

What would make you want to use one?

© ® N o o &

What reasons would stop you from using one?
10. Would you be prepared to pay for such a service? How much?

11. What types of incentives might be offered to organisations to substantially
increase the strength of its Board?

12. Do you think there is a level of interest amongst NGOs?
13. What other factors might influence their usage?
14. What strategies and actions could we take to encourage participation?

15. What form of external post-placement support might assist to integrate new
Board members quickly and enhance their effectiveness?

16. What else do you think might assist to enhance the effectiveness of a new Board
member?

17.What do you think candidate expectations of a placement are, and how might an
organisation ensure these are met?

18. Would you be interested in us recruiting a new board member for your
organisation (at no charge) as a part of this trial?

19. What additional skills would you like on your board?
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Attachment 4: Recruitment Toolkit
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Board Member Recruitment Service

Study

This document is intended to guide the way Nucleus will work with trial
organisations in recruiting new Board members.

It contains a number of potentially useful resources and tools, but these are
‘draft only’ and may be adapted as a result of our experience with trial
organisations.

This document is not intended to prescribe a set process — some
organisations will have their own recruitment tools or may prefer to tailor
process to suit their circumstances. Nucleus will work flexibly with each trial
organisation.
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