
Apple Playschools  

 

Board Member  

Handbook 

2015/2016 

  



 

 

 Table of Contents 
1. Apple Playschools Mission and Vision, History 

2.       Apple Playschools By Laws & Sunshine Laws 

3.     Role of the Board, Role of the ED, Organizational Chart 

4.       990 

5.       Annual Report 

6.       Strategic Plan 

8.       Board of Directors Scope of Practice 

a. Standards and Best Practices 
b.       Accountability and Ethics 
c.     Governance 
d. Decision making protocol 
e.  Individual Job Descriptions 
f. Succession Planning 

9.       Communication Protocol 

a. Salesforce 
b. Kanban 
c. Email 
d. Phone 
e. Google Drive 
f. Meetings 
g. Communication Covenant 

10.   Transparency 

12.   Legal, Moral, and Ethical Expectations 

13.   Manager Training and Agreements 

14.   Evaluation Materials 

15.   Annual Calendar with all meeting dates, business cycles 

16. Resources 

Appendix A: Organizational Chart 

Appendix B: RAPID Decision Making, What it is, What We Like It, and How to Get the Most Out of It 

  



 

 

Welcome to the Board! 
Dear New Board Member,  

Thank you for the time, talent, and expertise you are willing to 

contribute to Apple Playschools.  We look very forward to 

collaborating 

with you to 

help make a 

difference through your dedication and continued support 

of our families and programs. Your ideas, input, and 

enthusiasm will be a wonderful addition to the team. We 

are all looking very forward to working with you! 

 

Sincerely,  

 

The Apple Playschools Board of Directors 
 

 

A Little History about the Board: 
 
We became a Michigan non-profit entity in February 
2014.  However, Apple Playschools was founded in 2011 
by Kate VanHorn as a Limited Liability Company.  Seeing 
the great value in working as a  

Non-profit, Kate transitioned the presch 

Ools in 2014 to non-profit status.   

Our Vision:  To foster values of creativity, compassion, 
and global citizenship in young children, their families, 
and communities.    

 
 

a. We Believes 
 

 

 

 

 

 

 

We Believes 
of Apple Playschools 

 

Mission Statement 

 



 

Our Big Vision 

http://www.theplaystudio.com/


At Apple Playschools, regardless of 

which progressive program a child is 

enrolled, families know that a 

commitment to anti-bias education, 

environmental stewardship, and 

respectful, open communication will be 

included in every interaction.

 





 

 

 

c. As a Policy Board, we place a big emphasis on Board Development.  During your time on our Board, 
we hope to learn and grow as an organization as well as individuals.  Please be sure to visit the 
suggested resources listed at the end of this Board Manual, take advantage of our resource library at the 
office or at the public library, and consider taking classes at the NEW Center.  

2.       By Laws 

 The By Laws are publicly available on our Website at www.appleplayschools.org/nonprofit 

3.       Organizational Chart 

See Appendix A 

4. The Role of the Board 

a. There are 6 key responsibilities of the Board; 

1. Uphold the Mission of Apple Playschools 
2. Set Policy 
3. Ensure the Financial Health of Apple Playschools 
4. Fundraise 
5. Strategic Plan and Vision 
6. Supervise the Executive Director (Evaluate, Hire, Fire)  
7. Commit to Board Education and Devlopment 
8. Recruit and Succession Plan   

 

b. The Primary Functions of the Executive Director: 

http://managementhelp.org/chiefexecutives/job-description.htm 

Primary Function:  To carry out the Strategic Plans and Goals set collaboratively 

Roles: 

1. Leader 
2. Visionary/Information Bearer 
3. Decision Maker 
4. Manager 
5. Board developer 

Responsibilities: 

1. Board Administration and support 
2. Program, Product and Service Delivery 
3. Financial, Tax, Risk, and Facilities Management 
4. Human resources Management 
5. Community and Public Relations 
6. Fundraising 
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4.       990 

The 990 must be filed by May 15th every year.  Our fiscal year runs January 1-December 31 on 
an accrual basis.  The 990 must be reviewed by the Board prior to submission.  The completed 990 is 
publicly available on our Website at www.appleplayschools.org/nonprofit and also nationally at 
www.guidestar.org 

 

5.       Annual Report 

The Annual Report is published in February and is made publicly available on our Website at 
www.appleplayschools.org/nonprofit 

6.       Strategic Plan 

 The Strategic Plan is reviewed annually and is publicly available on our Website at 
www.appleplayschools.org/nonprofit 

7.      Basic Orientation Information  

1. Make sure you’ve filled out an application at http://www.appleplayschools.org/non-profit.html 

2. Please read the By Laws and Board of Director Job Descriptions at 

http://www.appleplayschools.org/non-profit.html  Note that agendas and minutes are publicly 

displayed through this tab/blog on the website. 

3. Read the Employee Handbook which includes our collective long term vision and serves a type of 

constitution to the work of the organization 

4. Read the Family Policy Manual found under the families tab at www.appleplayschools.org 

5. Follow the Green Apple facebook page and the Manzanitas facebook page 

6. Review the three websites: www.appleplayschools.org, www. greenapplegarden.org, and 

www.manzanitaspreschool.org 

7. Review the folders in the Board of Directors google drive folder.  Until we are fully integrated into 

salesforce, this is where important documents are made available. 

8. Schedule an orientation session with the Executive Director 

a. Review Board Manual 

b. Sign By-Laws 

c. Sign MOU 

d. Receive annual calendar 

 

General programming overview: 

Licensing 

The very basics of Early Childhood Program Management begin with the Michigan Bureau of Children 

and Adult Licensing.  The website which details all rules, regulations, application, etc... is 

www.michigan.gov/michildcare.  You can follow the links for "Providers" and find all sorts of info. 

http://www.appleplayschools.org/nonprofit
http://www.appleplayschools.org/non-profit.html
http://www.appleplayschools.org/non-profit.html
http://www.appleplayschools.org/non-profit.html
http://www.appleplayschools.org/
http://www.appleplayschools.org/
http://www.appleplayschools.org/
http://www.appleplayschools.org/
http://www.manzanitaspreschool.org/
http://www.manzanitaspreschool.org/
http://www.manzanitaspreschool.org/


2 

I added a pdf of the current rules and "Child Care Center Orientation" which is the rule book in slide 

show format.  In addition the Child Care Center Rule book there is a 

Techincal Assistance Manual which details the rationale and consultation for every single rule.  These 

are the bare minimum regulations we must follow.  At the time of your application for a child care 

center license, you are assigned a Licensing Consultant.  Our consultant at both programs is Kim 

Hambright, MSW. 

Star Rating QRIS 

The state Quality Rating Improvement System is the next "layer" and generally follows the High/Scope 

Program Quality Assessment rating guide.  (PQA)  I have a few copies of the PQA, so I will bring those on 

May 21.  There is a different version for Infant/Toddler, Preschool, and Program Administration.  Many 

of the quality indicators are the same goals we will be looking to achieve in our Strategic Plan. 

 

The QRIS website is www.greatstartconnect.org and www.greatstarttoquality.org This is where Child 

Care Network refers families looking for child care (as well as UM Family Services for Students with 

Families, after discussing the UM child care programs)  Each program has a profile on this site, and this is 

where the star rating is published. 

NAEYC and Accreditation 

Then there is NAEYC, the national Association for the Education of Young Childen.  Most states have star 

rating systems at this point, but before star rating, there was only one way for your program to be 

recognized as "High Quality."  This is NAEYC accreditation.  There are other accreditation organizations 

with fewer/different quality indicators (and this is heresay, but I heard that the Learning Care Group--

(Tutor Time/La Petite/Child Time funded their own accreditation organization) 

But typically if a program says they are accredited, it is through NAEYC.   www.naeyc.org  This is where 

the vast majority of early childhood research is published and how most college programs train teachers 

in Best Practices and Ethical Code of Conduct. 

Rating Scales and Curriculum Approaches 

There are a few other Rating Scales in addition to the PQA.  ECERS, I believe is what NAEYC used/is still 

using in the accreditation process. 

There is a "Go Green" Environmental rating Scale, 

And one I really like is the Early Childhood Environmental Education Rating Scale. (In the BoD folder on 

google docs) 

There is a certification for "Outdoor Nature Classrooms" through Nature Explore. 

There are also Waldorf classrooms 

Montessori Programs 

and Reggio Emilia programs 

http://www.gogreenratingscale.org/
http://www.gogreenratingscale.org/
http://resources.spaces3.com/25fa9ace-7b7d-46d5-aad0-7cb6cd7aeb2d.pdf
http://resources.spaces3.com/25fa9ace-7b7d-46d5-aad0-7cb6cd7aeb2d.pdf
http://www.natureexplore.org/classrooms/
http://www.natureexplore.org/classrooms/
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(We tend not to be drawn to Montessori at either program since it tends to be much more teacher-led 

than the high/scope or creative curriculum, "play based" approach) 

I am not clear whether or not there is a rating scale or certification/accreditation process for Waldorf or 

Reggio.  The orthodox Waldorf approach has some very specific elements which I'm not sure are a good 

match for the clientele at each program, and also present a challenge when training new teachers. 

Reggio Emilia is not considered a curriculum, but rather an early childhood approach.  It is unclear 

whether the Star Rating will consider a Reggio approach valid without another research based 

curriculum behind it. 

The curriculum used at each program is Creative Curriculum, which is based on "center based learning" 

which I believe originated with Diana Trister Dodge in the late eighties.  It has become the brand 

Teaching Strategies and they offer a variety of lesson planning and assessment tools.  It is very similar to 

High Scope. 

www.highscope.org 

www.teachingstrategies.com 

Great Start Readiness Program   

GSRP is the state-funded public preschool program, Great Start Readiness Program.  It is free to low to 

moderate income families with 4 year olds.  It usually is a half day program, or sometimes school day 

hours (9-3pm).  Most GSRPs are Mon-Thurs and are funded for 160 days in a school year.  (so no 

summer)  I uploaded the GSPR implementation manual.  Cheryl and I have been ready to rock and roll 

getting this going at Manzanitas, but are limited by the building space.  Next fall, with an appropriate 

building, this would be a great addition to the Spanish program.  We've already spoken to Alan Oman, 

the GSRP/great start collaborative director and he is excited about us hosting a program.  It is another 

beefy paperwork process.  They use high Scope curriculum and the PQA assessment.  They also require 

an Early Childhood Specialist to evaluate and make improvement plans with every program as part of 

the funding process. 

Community Networking 

All of the directors at Apple Playschools participate in the ECDA (Early Childhood Director's Association) 

which meets monthly and various topics are presented.  We've found this to be a pretty good 

experience, though we wish networking were facilitated a bit more. 

We also participate in the Birth to Six, Great Start Collaborative, Intermediate School District meetings, 

(They are all funded through the state in the same way, but they are a collaborative group) also 

monthly.  This is where we've been able to connect quite a bit with the GSRP folks. 

Staff Orientation 

Teacher/Staff Orientation is partially online at this point.  I'm not sure how useful this is to all of you, but 

in case you want to peruse you can go to www.appleplayschools.org/teachers/orientation  The page is 

password protected and the password is apples   CLICK HERE 

http://www.appleplayschools.org/401/login.php?redirect=/orientation.html
http://www.appleplayschools.org/401/login.php?redirect=/orientation.html
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The teachers are all assigned an appleplayschools email and have access to Kaplan Online Courses to use 

for professional development and orientation. 

Teacher Recruiting 

In terms of teacher recruiting, we have previously attracted candidates who are very overqualified from 

other fields and underprepared for classroom management in an Early Childhood enviroment (they are 

attracted the the "specialty" of the program, not the part about preschool or toddler teacher.) 

One of our first teachers had a masters in School Psychology and Waldorf training.  The next few 

teachers had associates or certificates in Early Childhood and several were not a good philisophical fit.  

At Manzanitas, almost no teacher had formal early childhood training before beginning.  Cheryl has 

made a magnificent impact on the training and expectations of the teachers, and brought them to a 

whole new level of professionalism.   

The Elementary Educators from Eastern and U of M after graduation qualify  to work in public school.  

There isn't an Early childhood program at University of Michigan.  The EMU early childhood program has 

elicited very few candidates,  (Cheryl is on the alumni facebook page and post our openings there, with 

little luck)  In my opinion, the lovely teachers that come out of these programs are looking for an true 

"classroom" experince in a proper building, with proper equipment.  They are not used to working in 

adapted buildings licensed for a small number of kids, with a "communal" or "family" atmosphere.    

The Child Care Professional Program at Washtenaw Community College for some reason has also not 

been a great recruitment source.    Amy, Moonbeam and Tracy all went there, but they came to us with 

no relation to the WCC job fairs or postings. 

At this point, most of our hires have been from word-of-mouth.  Amanda has some great connections at 

the Leslie Science Center  where she worked for 9 years. The Spanish speaking community is small, and 

we have made some headway with facebook and social networking which seems to be providing some 

supply of teachers. 

Both programs could use quite a few volunteers, and a volunteer coordinator.   

Finding Spanish teachers with specifically Early Childhood backgrounds has also been a challenge.  Many 

off our teachers have high school or middle school backgrounds, but not early childhood. 

 

8. Scope of Responsibility as Board 

a. Standards and Best Practices 
 

Basic Board Governance & Accountability Checklist  
Minimum Requirements for Accountability, Governance Structures and Transparency 

This  document is not intended to be inclusive of all nonprofit infrastructure needs.  It does not include 
the areas of accounting, human resources, financial management or fundraising.  It is only a board 
governance & structure checklist.  For full organizational checklists see: www.mnaonline.org or 
www.independentsector.org 

http://www.mnaonline.org/
http://www.mnaonline.org/
http://www.independentsector.org/
http://www.independentsector.org/
http://www.independentsector.org/
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Organizational Purpose 

Do you have / do the following? 

YES NO    

____ ____ Mission Statement 

____ ____ Annual Review of Mission Statement by Board  

Executive Director (ED) 

____ ____ Core Values Statement 

____ ____ Vision Statement for Organization based on Mission 

____ ____ Code of Ethics 

  

Organizational Direction & Structure 

Do you have / do the following? 

YES NO    

____ ____ Strategic Plan (1-3 years) 

____ ____ Strategic Plan uploaded to Website 

____ ____ Report Form to track progress against goals from Strategic Plan 

____ ____ Board Member Job Description 

____ ____ Board Member Contract w/Duties 

____ ____ Board Member Manual 

____ ____ Finance Committee – Active with regular meetings 

____ ____ Governance Committee – Active with regular meetings 

____ ____ Definitions and descriptions for other committees 

____ ____ Committee Reporting Form – Used by each committee chair; for use by the organization 
in assembling the board meeting packet 

____ ____ Annual Budget– Approved by board and accepted into the minutes of the Board 
Meeting 

____ ____ Standard Board Meeting Agenda – Contents of each meeting determined by Board Chair  
& ED 

____ ____ Board Packets sent to board members at least 5 days prior to board meetings 

____ ____ Accurate minutes taken at each Board Meeting; Reviewed by full board after meeting 
and saved for accountability 

 



6 

Polices & Procedures 

Do you have / do the following? 

YES    NO    

____ ____ Conflict of Interest Policy for board 

____ ____ Conflict of Interest Policy for staff 

____ ____ Whistle Blower Policy (confidential reporting of alleged impropriety) 

____ ____ Document Retention Policy 

____ ____ Executive Compensation Policy 

____ ____ Policy Restricting Loans to Executives and Trustees 

____ ____ Attendance Policy for Board Members 

____ ____ Job Description for Executive Director 

____ ____ System in place for filing IRS Form 990 (Must be filed by the 15th day of the 5th month                        
 after the end of your fiscal year) 

____ ____ Policy requiring board members to review and accept the 990 before filing 

____ ____ Orientation Policy for new board members 

Transparency 

Do you have / do the following? 

YES NO    

____ ____ Annual Report 

____ ____ Annual Report posted on Website; made otherwise available to the public 

____ ____ Forms 990, 1023 and all such variants made available to the public 

____ ____ Post mission, core values and audited financials on Website 

 

Checklist Completed by:___________________________  Date:___________________ 

Next Steps: 

Assigned to: 

Completion date: 

B. Decision Making Protocol and Transparency 

In order to make ethical, transparent decisions, we use a tool called RAPID©, developed by Bain 
& Company.  
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  We use this tool to help ensure we’ve completed our due diligence as a Board.  Please review 
the RAPID© 12-page E-guide published by the Bridgespan Group in Appendix B.  

C.      Individual Job Descriptions: 

See the Job Descriptions for Board President, Treasurer, and Secretary below. 
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President of the Board  

Description of Duties   

Board President Job Description  
President of the Board:  

1. Serves as the Chief Volunteer of the organization.   

2. Is a partner with the Executive Director in achieving the organization's mission and focuses the 

board on mission accomplishment and outcomes; ideally meeting at least biweekly to discuss 

current issues and trends.      

3. Provides leadership to the Board of Directors, who sets policy and to whom the Executive 

Director is accountable.  Recognizes that the President sets the tone and culture of the 

volunteer peer group and works to engage the board in outcomes.   

4. Chairs meetings of the board after developing the agenda with the Executive Director.  

5. Encourages board's role in strategic planning and vision setting.    

6. Appoints the chairpersons of committees in consultation with other board members. Bylaws 

should detail this.   

7. Serves ex officio as a member of committees and attends their meetings when invited to do so.  

The Board President should not be expected to chair any board committees.   

8. Discusses issues confronting the organization with the Executive Director.  

   

9. Helps guide and mediate board actions with respect to organizational priorities and governance 

concerns.   

10. Reviews with the Chief Executive any issues of concern to the board.   

11. Monitors financial planning and financial reports. While the Treasurer holds the role of 

reviewing and tracking the organization’s financial health, the Board President should be 

involved in all aspects of understanding and monitoring financial outcomes.    

12. Plays a leading role in fundraising activities.  Sets the example for annual giving by the board and 

tracks compliance with giving policies for the board.   

13. Formally evaluates the performance of the Executive Director using an annual review format, 

often encouraging and getting feedback from all trustees before meeting with the  

  

 Chief Executive, and informally evaluates the effectiveness of the board members.  Often, with the 

Governance Committee, ensures the board participates in an assessment of the board’s performance at 

least every five years.   

14. Evaluates annually the performance of the organization in achieving its mission.  Helps to 

determine how the board will track mission outcomes.    

15. Performs other responsibilities assigned by the board.  

16. Evaluates and amends this job description to meet the unique needs of Apple Playschools  

Adapted from Non Profit Enterprise at Work 2013; www.new.org  
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Treasurer of the Board  

Description of Duties   

 Board Treasurer Job Description  

The Treasurer of the Board:  

  

1. Manages finances of the organization with designated staff and the Executive Director of the 

nonprofit  

  

2. Ensures that appropriate policies and procedures exist for collection of money, deposits, 

reconciliation of bank statements, oversees accounts payable including managing the check 

book, and provides balance sheet, operating statement and cash flow reports to the board at 

each meeting.   

  

  

3. Administrates fiscal matters of the organization with the Executive director  

  

4. Provides annual budget to the board for members' approval by working with the Executive 

Director on the draft of the budget and then present the final “draft budget” to the board for 

review, comment and then approval.   

  

  

5. Ensures board review of financial policies and procedures which includes making sure there is a 

policy in place about how the board will review the Form990 before it is filed.   

  

6. Delivers the financial reports at all regular meetings of the Board of Directors.  
  

  

7. Orients new board members to the financial statements and financial documents presented at 

board meetings.  
  

8. Acts as the key liaison to the board on all financial and fiscal matters, working closely with the 

Executive Director in charge of finances and may also help to oversee the annual audit.  Some 

nonprofits are following best practices of having a separate Audit Committee, and ensuring a 

separate person chairs the Audit Committee.  In this case, the Treasurer is often “on” the Audit 

Committee, but not the chair.   
  

9. Evaluates and amends this job description to meet the unique needs of Apple Playschools  

  

Adapted with permission from Non Profit Enterprise at Work 2013; www.new.org  
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Secretary of the Board 

Description of Duties  

Board Secretary Job Description 

The Secretary of the Board: 

1. Maintains records of the board and ensures effective management of organization's 
records, including ensuring that all minutes are available upon request.  IRS guidelines 
suggest that a nonprofit’s minutes of meetings be kept forever and most board’s are 
ensuring these minutes are kept electronically and then backed up for additional safety.  
 

2. Manages minutes of the board meeting, executive sessions and special meetings. This 
might include taking the minutes themselves or working with a dedicated staff person or 
volunteer that actually takes the minutes and then shares the notes with the Secretary 
for approval before distributing to other board members for review.  
 

 

3. Ensures minutes are distributed to members shortly after each meeting.  (Best practices 
are 5 days after each meeting.  Ask for comments and changes, ensuring these are 
made and then submits the final minutes to the staff for inclusion in the board packet for 
the next meeting and for saving electronically in the designated location for the nonprofit.  
 

4. Is sufficiently familiar with legal documents (articles, by-laws, IRS letters, etc.) to note 
applicability during meetings. 
 

 

5. May sign documents for the organization along with other officers.  
 

6. Performs other duties as assigned by the board 
 

7. Evaluates and amends this job description to meet the unique needs of Apple 
Playschools 

 

Adapted with permission from Non Profit Enterprise at Work 2013; www.new.org  
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D. Succession Planning  

Included in the Strategic Plan is a Strategic Recruitment plan.  Our Board works to evaluate the needs of 
the Board of Directors and identifies key skill sets to optimize the work of the Board in meeting our 
Mission.  Community Members are identified and our Board is actively engaged in inviting these fellow 
community members to serve together.  WE use mentorship, shadowing and overlap in transition in 
order to ensure a solid transition that meets the needs of Apple Playschool while retaining high Board 
member engagement.  We use the methods suggested by the NEW Center in their training “Strategic 
Board Recruitment” 

Here’s a sample Process Outline from the Society for Human Resource Management: 

http://www.shrm.org/communities/volunteerresources/pages/succplg.aspx 

Succession Planning Process 

 

I. Determine the key leaders for whom successors will be identified 

 

II. Identify the competencies of current key leaders 

A. Identify experience and duties required 

B. Identify personality, political savvy, judgement 

C. Identify leadership skills 

III. Select the high-potential members who will participate in succession planning 

A. Identify gap between what the high-potential members are able to do presently and what they 

must do in the leadership role 

B. Create a development plan for each high-potential member to prepare him or her for the 

leadership position 

C. Perform development activities with each high-potential member 

IV. Interview and select a member for the new leadership position 
 
V. Evaluate succession planning efforts and make changes to program based on evaluation for 
future programs - See more at: 
http://www.shrm.org/communities/volunteerresources/pages/succplg.aspx#sthash.2DnieFHa.dpuf 

 

9Communication Protocol 

Our Communication agreements are ever-evolving and are revised annually in order to most 
effectively and efficiently share information, make decisions, and ensure transparency in 
governance.  

a. Salesforce 
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b. Kanban 
c. Email 
d. Phone 
e. Google Drive 
f. Meetings 
g. Communication Covenant 

 

10. Transparency 
Following Best Practices, using a transparent decision-making tool, and the Accountability 
Checklist help ensure we are doing what we say we are doing, and making sure our activities 
are communicated appropriately.  Here’s a quick summary from GuideStar.com: 

What Nonprofit Transparency Means to You: October 

Question of the Month Results 

November 2006 

 

The October Question of the Month asked, "What does 'nonprofit transparency' mean to you?" The responses fell into 

two categories: (1) financial accountability and (2) openness about missions and programs. 

Financial Accountability 

Aimee LaBrake of the Tackle Marketing Group, which provides services to nonprofits, defined nonprofit transparency 

as "a clear view into where the donations/gifts given to the non-profit are distributed, as well as the overall costs of 

running the non-profit organization." Judith Tomlinson of Those Against Drunk Driving agreed: "When working with 

communities, community donors need to know where their money is going." 

 

John C. McGee of Family Relations Program, Inc. elaborated, "A willingness to provide information about the nature 

and activities of your organization including but not limited to governance, finance, program, outcome measures to 

your funders and the general public. In addition, you should be willing to answer reasonable questions about the 

information and be able to explain the material to those who have a need to know." Along the same lines, Donna 

Valente of the Christopher Reeve Foundation maintained, "Nonprofit transparency means that the organization's 

finances, operations and programs are absolutely ethical and open to inspection." 

 

Other participants mentioned adherence to federal and state regulations, annual financial audits, timely submission of 

reporting documents, and clear accounting methods and record keeping. 

Openness about Mission and Programs 

Several participants pointed to the importance of ensuring that all activities support an organization's mission. As one 

anonymous participant wrote, "There is nothing to hide. The mission is clear and organizational activity reflects that." 

 

For Dr. Anthony A. Adamo, chief development officer of the Children's Home, Inc., "nonprofit transparency" means 

that "everything we do must be clearly understood and open to review and thoughtful discussion by all stakeholders 

to gain their complete confidence and respect." 
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A Holistic View 

For many participants, "nonprofit transparency" encompasses every aspect of an organization. As an anonymous 

participant said: "I think of the acronym DWYSYWD (do what you say you will do). Do the actions of the organization 

reflect the core values and mission it promotes? Is there genuine evidence of the agency's high regard for integrity 

across all core aspects of the agency—from program operation and hiring practices, to evaluation and 

communications as well as the financial practices (where most media attention often gravitates). Examples of 

evidence may include recognizing and abiding to all applicable state and federal laws, exploring appropriate 

accreditation opportunities, completing regular annual reports/audits and making that information readily available to 

funders, using independent researchers to conduct program evaluations, maintaining open lines of communication 

between donors and the like." We couldn't have said it better ourselves. 

 

Suzanne E. Coffman, November 2006 

© 2006, Philanthropic Research, Inc. (GuideStar) 

 

 

 

11.   Legal, Moral, and Ethical Expectations 

Apple Playschools Code of Ethics 

 

Code of Ethics  

Personal and Professional Integrity 

All Apple Playschools staff, board members and volunteers act with honesty, integrity and 

openness in all their dealings as representatives of the organization. The organization promotes 

a working environment that values respect, fairness and integrity. 

Mission 

Apple Playschools has a clearly stated mission and purpose approved by its Board of Directors. 

All of Apple Playschools’ programs are designed and carried out to support our mission which 

is:  

 

 

 

 

Mission Statement 
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Governance 

Apple Playschools has an active board that is responsible for maintaining the mission and 

setting strategic direction and oversight of the finances, operations and policies of the 

organization. The board ensures that: 

 

 Board members or trustees have the requisite skills and experience to carry out their 
duties and that all members understand and fulfill their governance duties for the benefit 
of the organization and its public purpose. 

 Any conflicts of interest or the appearance thereof are avoided and appropriately 
managed through disclosure, recusal or other measures. 

 It is responsible for the hiring, firing and regular review of the performance of the 
Executive Director*, and ensures that the compensation of the Executive Director is 
reasonable and appropriate. 

 The Executive Director and the appropriate staff provide the board with timely and 
comprehensive reports so that the board can effectively carry out its duties. 

 Apple Playschools conducts all transactions and dealings with integrity and honesty 

 Apple Playschools promotes working relationships with board members, staff, volunteers 
and program beneficiaries that are based on mutual respect, fairness and openness. 

 Apple Playschools is fair and inclusive in its hiring and promotion of policies and 
practices for all board, staff and volunteer positions. 

 The policies of Apple Playschools are in writing, clearly articulated and officially adopted. 

 The resources of Apple Playschools are responsibly and prudently managed. 

 Apple Playschools has the capacity to carry out its programs effectively. 
 

 

Legal Compliance 

Apple Playschools is knowledgeable of and complies with all laws, regulations and applicable 

conventions. Please see Apple Playschools’ formal policies that support this practice: 

 Whistle Blower Policy 
 Gift Acceptance Policy 
 Conflict of Interest Policy  

 

Responsible Stewardship 

Apple Playschools and its subsidiaries manage funds responsibly and prudently. This includes 

the following considerations: 

 A reasonable percentage of our annual budget is spent on programs in pursuance of 
Apple Playschools’ mission 

 An adequate amount of administrative expenses is spent to ensure effective accounting 
systems, internal controls, competent staff, and other expenditures critical to 
professional management 

 Compensation to staff, and others who may receive compensation is reasonable and 
appropriate 
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 Apple Playschools has reasonable fundraising costs 

 Apple Playschools does not accumulate operating funds excessively 

 All spending practices and policies are fair, reasonable and appropriate to fulfill the 
mission of the organization 

 All financial reports are factually accurate and complete in material respects 
 

Openness and Disclosure 

Apple Playschools provides comprehensive and timely information to the Public, the Media and 

its stakeholders, as well as being responsive to requests for information from these parties. All 

information about the organization will fully and honestly reflect the policies and practices of 

Apple Playschools. All solicitation materials, financial, organizational and program reports will be 

complete and accurate measures of Apple Playschools’ activities. 

 

 

Confidentiality Policy 

Trustees, employees, interns/students and volunteers of Apple Playschools may not disclose, 

divulge, or make accessible confidential information belonging to, or obtained through their 

affiliation with Apple Playschools to any person, including relatives, friends, and business and 

professional associates, other than to persons who have a legitimate need for such information 

and to whom Apple Playschools has authorized disclosure.  Trustees, employees, 

interns/students and volunteers shall use confidential information solely for the purpose of 

performing services as a trustee, employee, intern or volunteer for Apple Playschools. This 

policy is not intended to prevent disclosure where disclosure is required by law or where 

information is already publicly available.   

 

Trustees, employees, interns/students and volunteers must exercise good judgment and care at 

all times to avoid unauthorized or improper disclosure of confidential information.  

Conversations in public places should be limited to matters that do not pertain to information of 

a sensitive or confidential nature.  In addition, trustees, employees, interns/students and 

volunteers should be sensitive to the risk of inadvertent disclosure and should, for example, 

refrain from leaving confidential information on desks or otherwise in plain view and refrain from 

the use of speaker phones to discuss confidential information if the conversation could be heard 

by unauthorized persons.    

 

At the end of a trustee’s term in office or upon the termination of an employee’s, intern’s or 

volunteer’s engagement, he or she shall return, at the request of Apple Playschools, all 

documents, papers, and other materials, regardless of medium, which may contain or be 

derived from confidential information, in his or her possession.  

 

Non-Discrimination Policy 
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Apple Playschools provides equal membership/employment/service opportunities to all eligible 

persons without regard to race, religion, color, national origin, citizenship, age, sex, marital 

status, parental status, handicap, membership in any labor organization, political affiliation, and, 

for employment only, height, weight, and record of arrest without conviction. 

 

Fundraising 

Apple Playschools is truthful in its solicitation materials. Apple Playschools respects the privacy 

concerns of individual donors, organization and foundations. Funds are used in a manner 

consistent with donors’ intent. Apple Playschools discloses all important and relevant 

information to potential and current donors. 

 

In raising funds Apple Playschools will respect the rights of donors, as follows: 

 To be informed of the mission of the organization and the way resources will be used 

 To be informed of the identity of those serving on Apple Playschools' governing board 
and to expect the board to exercise prudent judgment in its stewardship responsibilities 

 To have access to Apple Playschools’ most recent financial reports 

 To be assured their gifts with be used for the purposes for which they were given 

 To receive appropriate acknowledgment and recognition 

 To be assured information about their donations is handled with respect and with 
confidentiality to the extent provided by the law 

 To expect that all relationships with individuals representing Apple Playschools and 
potential donors will be professional in nature 

 To be informed whether those seeking donations are volunteers, employees of the 
organization or hired solicitors 

 To have the opportunity for their names to be deleted from mailing lists that Apple 
Playschools may wish to share 

 To feel free to ask any questions when making a donation and to receive prompt, 
forthright and truthful answers 

 

I have read and understand this document and I agree to follow this Code of Ethics as a Board 

Member at Apple  Playschools. 

 

Board Member____________________________________________ 

 

Date Signed______________________________________________ 
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What is Good Board Governance?  What do Best Practices 
look like in action? 

 

Let’s start by looking at what a good board shouldn’t do: 

Avoiding Dysfunction as a Board: 

THE TOP TEN SIGNS OF A DYSFUNCTIONAL BOARD  

by Mark D. Alcorn, J.D., M.B.A.  

ATTORNEYS AND CONSULTANTS who work with associations see their share of troubled boards of 
directors. In fact, I believe that troubled boards outnumber focused efficient boards by a substantial 
margin. Notwithstanding their problems, most boards seem to get by, although they could be better. 
However, when a board of directors has more than its share of troubles and struggles, it can become 
dysfunctional. This article will point out the key indicators of a dysfunctional board. While every 
association has a different way of working, the presence of more than a few of these signs is cause for 
concern. Key indicators include:  

1. Power Struggles - power struggles shift the board’s focus from the business of the board to 
individuals or sub-groups gaining/maintaining “control.” A board that is controlled by an 
individual or sub-group is inherently dysfunctional. So, whether right or wrong about the issues, 
controlling the board is harmful, while use of vision, influence, knowledge and ideas is 
completely appropriate and desirable.  

2. Vote-Counting Prior to Meeting - counting and collecting vote commitments prior to a meeting 
is always inappropriate. It generally results in conflict, distrust, and weak decisions, because 
decisions are made prior to full discussion and analysis.  

3. Lack of Civility and Respect - a board that tolerates hostility, aggressiveness, or disrespect 
among board members, weakens itself and wastes time and leadership input. A weak board 
finds it difficult to stop abuse, personal agendas, and other disruptive acts. It may have difficulty 
recruiting quality members.  

4. Board Micro-management - whether you are micro-managed or not, you already know what I 
mean.  

5. Preoccupation with Bylaws and Parliamentary Procedure - while bylaws must be adhered to, 
and on occasion may require clarification or interpretation, disputes about bylaws or 
parliamentary procedures usually indicates more serious problems beneath the surface. See 
“Power Struggles” above.  

6. Focus of Negative Attention on the Executive - when one or a minority of directors is openly 
critical of an executive, a great deal of resources tend to be devoted to that issue. Distrust and 
struggles are likely to occur, along with frequently unfounded accusations against the executive. 
Many times, if not most, the problem is with the board itself, not just the executive.  

7. Last Minute Proposals - if important or controversial items of business are handled via 
lastminute (read: sneaky) proposals when there is no true emergency, the board is probably 
being manipulated. Likewise, a board that is swayed by last minute proposals, and shallow or 
slick presentations without full analysis and discussion, is not doing its job.  
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8. Overly Powerful Executive - sometimes executives amass so much “control” over the association 
that board members feel no need to do their job, or are reluctant or too intimidated to openly 
question what is happening.  

9. Directors as “Representatives” - when directors act as repre-sentatives of their constituents 
rather than in the best interests of the whole, difficulties will abound. Some directors go so far 
as to criticize the decisions of the board to their constituents -- a particularly disloyal and 
disruptive act.  

10. Rump Sessions - while discussing problems and ideas outside of a meeting is fine, unofficial 
group discussions outside of official meetings nearly always exclude at least some key 
stakeholders, and therefore undermine communication and trust.  

 

These are the basic signs that I have observed in my practice. Are there others that you could share? 
Please let me know. Copyright 2002, Mark D. Alcorn, J.D., M.B.A. All rights reserved. Mark Alcorn is a 
Sacramento-based lawyer and management consultant and founded Alcorn Associates in 1997. Mark 
holds a Juris Doctorate from the McGeorge School of Law, University of the Pacific, and a Master of 
Business Administration from California State University at Sacramento. Alcorn Associates focuses on 
meeting the legal and management consulting needs of non-profit organization executives and their 
boards. Mark can be reached at (916) 444-5959, or via e-mail at mark@alcornlaw.com. 

So what are the things we should do?   What do healthy, functional Boards Look 
Like: 

What’s The Single Best Sign of a Healthy Nonprofit? 

 

I’m a kind blogger. Here’s a clue to the answer. 

So riddle me this batmen and women. 

mailto:mark@alcornlaw.com
http://www.joangarry.com/wp-content/uploads/2013/06/ginger-rogers-fred-astaire-swing-time.jpg
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Tell me the ONE thing that tells you a nonprofit is thriving. 

You can pick just one. 

No fair you say? Well it’s MY blog so my rules. But let me help you get your creative 
juices flowing. 

Let’s start with the wrong answers. It has nothing to do with: 

 A strong mission 

 A cash reserve 

 The diversity of your revenue streams or meeting your annual revenue goals 

 Your staff turnover % 

 The size of your board 

Yes, these things are really important, but the charge here is to pick ONE. And these 
aren’t it. 

OK, give up? 

Read on and I’ll give you the right answer. 

FIRST, A BIG HINT 

OK, here’s a hint. It has to do with a specific kind of relationship. 

Which one am I talking about? After all, nonprofits are riddled with important 
relationships. Maybe I’m talking about the relationship between the ED and staff, or 
donors, or constituents. Maybe it’s the board and donors. Or the relationship between 
staff members? 

Which relationship in a nonprofit is the single most important indicator of that 
nonprofit’s health? 

Did you get it yet? 

THE SINGLE MOST IMPORTANT HEALTH INDICATOR IS… 

In 2013 I became a certified mediator for one simple reason: so much of my work is 
connected to the dysfunctional relationship between the two true organizational leaders: 
the Board Chair and the CEO. 

http://www.kennethcloke.com/
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In my opinion, this relationship tells you more about the health of a nonprofit than any 
other single factor. 

Take a look again at the list I gave you at the beginning of this article. The one I said 
didn’t have the right answer. Notice something? 

Shared leadership with an invested thought partner with leadership skills 
can cut them all off at the pass. 

But oy! There are just SO MANY THINGS that can go wrong… 

THE TOP 10 SIGNS OF A DYSFUNCTIONAL CEO / 

BOARD CHAIR RELATIONSHIP 

I fear you will recognize some of these in your own organizations. 

1. Board Chair didn’t want the job in the first place. Was the only person who didn’t step back 

when the ask was made. 

2. CEO doesn’t tell the Board Chair anything meaningful. Keeps her at arm’s length. Hopes 

they don’t interact a lot. Perceives interaction as “intrusion.” 

3. Board Chair intrudes. Sees the role as good old standard boss/employee relationship and 

attempts to micro-manage the activities of the CEO. 

4. Board Chair actually wants the CEO job. 

5. Board Chair comes in distrusting / disrespecting the CEO and uses the platform to make 

the case that it is time to boot him. 

6. CEO believes that the Board Chair’s primarily role is to ‘protect’ her from the big bad 

Board. 

7. Board Chair sees her role as providing cover for CEO and to ‘save’ her from the annoying 

board with their nutty ideas. 

8. Board Chair is not accessible to the CEO when she needs him. 

9. There is no regular communication in either direction. 

10. Board chair delegates board and executive committee meeting agendas and actual running 

of the meeting to the CEO 

BAD RELATIONSHIP, BAD NONPROFIT 

A bad relationship between the CEO and Board Chair causes so many problems. 
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First of all, major problems get swept under the rug. Nobody wants to discuss them. And 
when you don’t talk about problems, you don’t solve them, and they just get bigger. 

Without a great relationship between the two leaders, the board can become completely 
ineffective. I’ve seen this over and over. Board members become less engaged and 
cannot champion the cause. Committees don’t function (especially scary when it’s the 
Audit and Finance committee we’re talking about.) Sometimes the CEO winds up 
managing the board and she already has way too much on her plate. 

Board problems can become systemic if these two leaders do not lead in building a 
leadership pipeline. 

The CEO himself might be great, but a bad Board chair could fire him or cause him to 
resign in frustration. And in the other direction, a CEO who keeps the Board Chair at 
arm’s length is simply not doing her job. 

The dysfunction can spill over to the staff. Believe me – they know when this 
relationship isn’t working. It’s a HUGE morale problem. 

Oy. What a mess. So how do you fix it? 

Next: Learn how a CEO and Board Chair can create an amazing partnership 

Joan Garry 

Principal at Joan Garry Consulting 

Widely known as the "Dear Abby" of nonprofit leadership, Joan works with board and staff as a 

strategic advisor, crisis manager, change agent and strategic planner. Joan also teaches at the 

University of Pennsylvania with a focus on nonprofit communications and leadership. 

http://www.joangarry.com/ceo-board-chair-partnership/
http://www.joangarry.com/author/joangarry/
http://www.joangarry.com/
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How a CEO and Board Chair Can Build an 

Amazing Partnership 

 

Building a memorable partnership. Complimentary skills. Laughter also key. 

Last week I asserted that the best sign of a healthy nonprofit is a healthy partnership 
between the Board Chair and the CEO. I wrote: 

“Shared leadership with an invested thought partner with leadership skills can cut so 
many challenges off at the pass and propel your organization toward the fulfillment of 
your mission more quickly, more clearly, and more strategically.” 

If you haven’t already, go read last week’s post. I’ll wait for you. When you finish, come 
right back. Just click on this link: 

What’s the Single Best Sign of a Healthy Nonprofit? 

Welcome back! 

So a few weeks ago, I helped a client (an Executive Director) prepare for an upcoming 
board meeting. There was lots of great program information, but some challenging 
financials to report. The meeting was scheduled for two hours, so we planned a 15-20 
minute executive director report. 

Cut to the board meeting. The Board Chair hadn’t prepared any sort of agenda 
whatsoever. After a bit, my client indicates that he should probably give his report. 

“OK,” says the Board Chair with some serious attitude. “You have 120 seconds.” 

http://www.joangarry.com/best-sign-healthy-nonprofit/
http://www.joangarry.com/wp-content/uploads/2013/06/Laurel-and-Hardy-small.jpg
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What does a “five star” Board Chair look like? 

Let’s just say that while my client made the very best of a bad situation, the meeting did 
not go uphill from there. 

But let’s be clear. It’s not just about the Board Chair. It’s about the relationship. 

So let’s talk about this. How can and Executive Director and a Board Chair build an 
amazing relationship?  

FIRST, YOU NEED TO KNOW YOU NEED ONE 

I was working with another client approaching a change in board leadership with 
trepidation. “I think this new one is actually going to do stuff,” she said. “My last Board 
Chair left me alone and that’s just how I like it.” 

Gasp. A Board Chair that does stuff. I needed to know more. The incoming Board Chair 
asked me for some coaching and I found him to be strategic, thoughtful, and completely 
passionate about the mission. In addition, he has a plan to ask each and every board 
member for an annual contribution and even showed me a spreadsheet of the total he 
plans to raise just from the board alone. 

I reported back to the CEO. “Doing stuff” does not have to mean “meddling.” She got it. 
And I’m happy to report that this particular Board Chair/CEO partnership has become 
one of the best I’ve seen. 

So how did they get there? 

FIVE KEY ELEMENTS TO A SUCCESSFUL BOARD 

CHAIR-CEO PARTNERSHIP 

As you read these, rank each one from 1 to 5 against your own experience at your 
nonprofit, where a 1 = “completely dysfunctional” and a 5 = “perfect… couldn’t possibly 
be any better.” 

If you’re seeing all 4’s and 5’s, congratulations! 

But, if not, start to think about ways to improve these. The first step is to acknowledge 
and understand the problem. 

So, without any further ado… 

http://www.joangarry.com/the-five-star-board-chair-checklist/
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1) Board Chair and CEO are both crazy about the organization.  Their shared 
passion for the organization drives them to spend a whole lot of time having strategic, 
sometimes difficult conversations in order to propel the board and the staff forward with 
a eye firmly planted on the mission. 

2) Board Chair actually wants and understands the job.  If this is true, then the 
Board Chair will make the time to talk to board members, to raise money, to steer 
committee chairs in the right direction, to recruit great new board members, and to 
work with the CEO. 

3) Chair and CEO plan Executive Committee calls together.  Two weeks prior 
to each Executive Committee call, a weekly call should be dedicated to the agenda for 
this meeting. Way way too often, this meeting is simply a CEO monologue. If Executive 
Committee members are not asked their opinions about something, they will just stay 
on mute. 

How to Build an Effective Executive Committee 

4) Chair and CEO plan Board Meetings together.  Both the CEO and the Board 
Chair should have goals. What does the board need to know, what do they need to weigh 
in on, how can the meeting best engage them. 

5) Chair and CEO meet weekly. Nonnegotiable. The CEO sends agenda the day 
before. The Board Chair should make it clear that she does not attend meetings without 
agendas. The agenda should not just be on the fly. CEOs will say they talk to their board 
chairs all the time.  But once a week, there should be an intentional conversation with an 
agenda. 

A SAMPLE WEEKLY MEETING AGENDA 

This meeting should not be a monologue and should include: 

1. CEO anxiety. Discussion about something the CEO is worried about that can be problem 

solved together. 

2. Personnel. Both on the board and staff side. New hires, open positions, challenges, board 

recruitment. 

3. Fundraising. Not just how the staff and board are doing, but any requests CEO has for 

the Board Chair 

4. Sector education. Give Board Chair some info about the “movement” or the sector to 

keep her up to speed on the context in which the work is being done. 

5. Financials. Quick finance update and any red flags. 

http://www.joangarry.com/effective-executive-committees/
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6. Key priorities. Each partner shares key priorities for the week. 

7. Action items. Meeting ends and an email is sent RIGHT AFTER THE MEETING with 

any action items that each has committed to – I like to call that shared accountability. 

IF IT’S ALL ABOUT THIS PARTNERSHIP, THEN….. 

Maybe, just maybe, high end funders (corporate, foundations, individuals) should, from 
time to time, ask to meet the CEO and the Board Chair together. 

Maybe, just maybe, the CEO or Development Director should invite the Board Chair 
along to an ask, to a cultivation, to an exploratory discussion with a funder. 

Maybe, just maybe, foundations should ask that the Board Chair be available during a 
site visit, in person or by phone. 

And maybe, just maybe, boards will spend just a bit more time thinking about the 
leadership pipeline. 

How to Select First Rate Board Members 

 

14. Apple Playschools Management Practices 
 

The Management Philosophy at Apple Playschools is very similar to our teaching approach with the 
children.  Our management model uses a coaching approach and focuses on developing the strengths of 
the team and utilizing them collaboratively.   We use personality assessment, profession development 
plans, weekly one on one meetings, and coaching to really optimize every employee’s talents and 
contributions.  

A major influence on our management practices (and curricula) is Alfie Kohn.  Alfie Kohn has not only 
inspired a world of educators and parents into thinking differently about punishments and rewards, but 
he has also inspired the world of management and organizational experts.  As a leadership team at 
Apple Playschools, both on the Board, and on Staff, we strive to practice “Positive Business,”  
incorporating a high  level of integrity, servant leadership principles, Mindful Management techniques, 
supporting initiative for high Employee Engagement, while meeting our mission and the triple bottom 
line of the “Three P’s; People, Planet, Profit. 

As a member of the board, you are always  in a leadership position, and you will occasionally find 
yourself in a management position. In a Board Director’s management role, whether managing 
volunteers, sub committees, the Board Chair managing other board members, or when supervising and 
evaluating the Executive Director, these management practices should be followed to uphold the 
integrity of the We Believes and our Positive Business. 

http://www.joangarry.com/how-to-select-first-rate-board-members/
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Below is the Employee/Manager Agreement every employee receives at hire as well as the summary of 
the RESPECT model of management. 

More information about  the RESPECT model and manageing withour punishments and rewards can be 

found in Carrots and Sticks Don’t Work: Build a Culture of Employee Engagement, by Paul Marciano and 

Why Motivating People Doesn’t Work….and What Does, by Susan Fowler. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The Employee and Manager Agreement 

 

As a manager I agree to: 

Use RESPECT model of management (avoid comparisons, punishments and rewards) 

Give prompt feedback 

Acknowledge, Acknowledge, Acknowledge the work of others 

Listen 

Meet weekly 

Attend weekly staff meeting 

Do my best to make fair choices 

Keep open communication 

Look At the big picture 
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Use 360 evaluation tools 

Support 

Coach 

Develop talents 

Help employees reach personal and professional goals 

Receive feedback gracefully and professionally 

Receive Manager Orientation 

Use Professional and Personal Goals to support direct reports 

 

As an employee I agree to: 

Communicate openly and appropriately 

Acknowledge, Acknowledge, Acknowledge the work of others, including my supervisor 

Listen 

Voice my concerns promptly 

Offer solutions to problems I see 

Meet weekly 

Attend weekly staff meeting 

Look at the big picture 

Seek out opportunities to grow and develop, and with the insights of my supervisor 

Receive Feedback gracefully and professionally 

Contribute and update Personal and Professional Goals 

 

Manager  _________________________________ 

Employee   _______________________________
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RESPECT Model  

 
Excerpted from “Carrots and Sticks Don’t Work: Build a Culture of Employee 
Engagement with Principles of RESPECT” 
 
 

R: Recognition 

 Employees feel acknowledged and appreciated for their contributions.  
Supervisors regularly recognize deserving team members, and people are rewarded 
based on their work performance. 
 

E: Empowerment 

 Supervisors provide employees with the tools, resources, and training to 
succeed.  Employees experience high levels of autonomy and are encouraged to take 
risks.  Supervisors take the initiative to communicate with employees and ensure thnat 
they are equipped to succeed, not fail. 

S: Supportive Feedback 

 Supervisors provide employees with timely, specific feedback in a supportive, 
sincere and constructive manner.  Feedback is delivered for the purpose of 
reinforcement and improvement—never to embarrass or punish. 

P: Partnering 

 Employees are treated as business partners and actively collaborate in business 
making decisions.  They receive financial information, understand the big picture, and 
are given wide latitude in decision-making.  Supervisors serve as advocates for their 
employees’ development and growth.  Team members and departments actively 
communicate and share information with one another. 

E: Expectations 

 Supervisors ensure that goals, objectives, and business priorities are clearly 
established and communicated.  Employees know precisely the standards by which 
their performance is evaluated and held accountable for meeting their performance 
expectations. 

C: Consideration 

 Supervisors, managers, and team members demonstrate consideration, caring 
and thoughtfulness, toward one another.  Supervisors actively seek to understand 
employees’ opinions and concerns and are understanding and supportive when 
employees experience personal problems.  
  

T: Trust 

 Supervisors demonstrate trust and confidence in employees skills and abilities.  
Employees trust that their supervisor will do right by them.  Leaders keep their promises 
and commitments and in return, are trusted by employees. 



29 

 

15.   Evaluation Materials 

Please See Appendix D for some sample Board Self Evaluations. 

16. Annual Calendar 

 

16.   Annual Calendar with all meeting dates, business cycles 

Apple Playschools Board of Directors 

Annual Calendar  June 2015-May 2016 

Meeting Dates:  All general meetings Tuesdays 5:45-7:15, Committee meetings made as needed 

Please See Master Calendar, Manzanitas and Green Apple 2015/2016 Program Calendars in Appendix 

Fundraising Event Calendar and attendance to be decided during Strategic Planning 

May 19, 2015   (Annual Meeting) 

June 9, 2015 

July 14, 2015 

August 11, 2015 

September 15, 2015 (third tuesday due to first day of school) 

October 13, 2015 

November 10, 2015 

December 8, 2015 

January 12, 2016   

February 9, 2016 

March  8, 2016 

April 12, 2016 

May 10, 2016 (Annual Meeting, Charter member 2 year term) 

Suggested Topics 

May (Annual Meeting) 

● Elections – Hold elections of directors and officers consistent with applicable 

provisions in the bylaws. 
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● Legal Compliance – Evaluate past and potential issues regarding employment 

practices, internal policy compliance, required licenses and permits, nonprofit and 

501(c)(3) compliance, facilities and real property, and intellectual property. Ensure all 

annual filings have been or will be completed and that the organization’s status with 

the relevant government authorities are all in good standing. 

● Generative Topic: Focus on the organization’s impact in advancing its mission. 

July 

● Review Mission – Reflect on the organization’s mission and purpose statements and 

compare them against its activities, governing documents, and communications. 

● Board and Committees – Review the board’s composition; appoint and authorize 

committees, as necessary; delegate duties; discuss board training/development; 

determine adequacy of oversight and planning activities. Additional Information: 

Everything You Wanted to Know About Nonprofits & Committees 

● Generative Topic: Focus on the organization’s assets and opportunities. 

September 

● Risk Management – Review internal policies, risk areas, and insurance coverage, 

and take appropriate follow-up action. Additional Information: Top Ten Legal Risks 

for Nonprofit Boards. 

● Fundraising/Networking/Communications – Review board’s role in fundraising and 

developing key contacts for the organization; review board and organizational 

communications policies. 

● Generative Topic: Focus on the organization’s challenges. 

November 

● Budget – Review and approve the budget for the coming year. 

● Programmatic Plans – Review and amend, as necessary, the organization’s 

programmatic plans. 

● Generative Topic: Focus on the environment, competition, and opportunities for 

collaboration. 

January 

● Executive Performance Review – Begin discussion of the executive’s performance, 

the method and timing of the executive’s performance review, and any change in the 

executive’s compensation. Authorize the executive committee to be responsible for 

completing and delivering the review. 

http://www.nonprofitlawblog.com/committees/
http://www.nonprofitlawblog.com/boardsource-leadership-forum-2010-part-ii-top-ten-legal-risks-for-nonprofit-boards/
http://www.nonprofitlawblog.com/boardsource-leadership-forum-2010-part-ii-top-ten-legal-risks-for-nonprofit-boards/
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● Financial Review – Review and discuss the past year’s financial reports (pro forma) 

and how the organization’s financial performance informs the plans for the current 

year and beyond. 

● Generative Topic: “Decide what to decide” – Identify 5 questions the board should 

ask itself this year. 

March 

● Review of Form 990 – Convene and authorize an ad hoc board committee to review 

the Form 990 (due May 15), and instruct board members on what they should know 

about the Form.Additional Information: What Board Members Should Know About 

Reviewing a Form 990. 

● Program Review – Review and discuss the organization’s major programs and how 

the organization’s programmatic performance informs the plans for the current year 

and beyond. 

● Generative Topic: Focus on the board’s performance and areas for improvement. 

 

  

http://www.nonprofitlawblog.com/what-board-members-should-know-about-reviewing-a-form-990/
http://www.nonprofitlawblog.com/what-board-members-should-know-about-reviewing-a-form-990/


32 

17. Board Member Memorandum of Understanding 

 

Apple Playschools Board Member  

Memorandum of Understanding 

I understand that as a member of the board of trustees of Apple Playschools, I have a legal and 

ethical responsibility to insure that the organization applies best practices in pursuit of its 

mission. I will act responsibly as a steward of the organization's mission. 

 

As part of my responsibilities as a board member I agree that Board general roles include: 

 Ensuring effective organizational planning by regularly actively participating in an 

overall planning process and assisting in implementing and monitoring the plan’s goals. 

 Supporting and evaluating the Executive Director, ensuring that he/she has the 

professional support he/she needs to further the goals of the organization. 

 Providing proper financial oversight by developing and approving the annual budget 

and ensuring proper financial controls are in place (e.g. conflict of interest policies, 
whistleblower policies, document retention, and destruction policies) 

 Ensuring adequate resources by giving and getting adequate resources (both people 

and funds-time, talent, treasure) for the organization to fulfill its mission. 

 Recruiting, nominating, orienting, and mentoring new board members and 

assessing the board’s performance, whereby all members have a responsibility to 
articulate prerequisites for candidates, and orient new members. 

 Periodically and comprehensively evaluating its own performance as a board, and 
evaluating my own role as a bboard member. 

 Act as an ambassador for the organization, interpreting its mission and values to the 
community 

 Act in the best interests of the organization and excuse myself from discussions or votes 
where I have a conflict of interest 

 Be an active participant in policy-making, discussions and other board business 
 Work in good faith with other board members and staff members 

As part of my responsibilities as a board member I agree my Specific Duties are: 
 

1. Attend all board meetings and arrive informed, by asking questions about the 
organization’s mission, services, policies, programs, and review agendas and 
supporting materials prior to board and committee meetings. 
12 meetings x 1.5 hours each 
 

18 hours 

2. Volunteer to take special assignments, participate in texts, phone calls, emails 
and meeting related to these special projects. 
12 months x 3 hours 
 

36 hours 

3. Attend at least 2 special events 

2 events x 4 hours 
8 hours 
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4. Speak at events, guest blog post 

optional 

 
5. Volunteer at Organization 1 hour per month 
12 months x 1 hour 

12 hours 

6. To the best of ability contribute resources by: 
                  a. give a personal financial contribution of at least $50 per year 
                  b. get other to give to the organization 
 

 

7. Annual Board Retreat and Strategic Planning 
 

10 hours  

8. Attend at least 2 non profit classes per year 
 

4 hours 

                                                                                                              TOTAL 
HOURS 
 

88 hours per year 

Total Annual Hours Commitment 
 
Monthly 
 

88-100 hours per 
year 
 
7-9 hours per 
month 

 
 

To help me with my responsibilities, the organization will: 

 Send me quarterly financial reports and packets summarizing recent activity before each 
board meeting 

 Offer me opportunities to discuss the organization's programs, goals, activities and 
status with the executive director and the board chair 

 Help me stay informed of best practices within the sector and our areas of business 
 Offer me opportunities for professional development 
 Respond in a forthright manner to my requests for information that will help me carry out 

my duties and responsibilities as a board member 
 

If I do not fulfill my commitments to the board and the organization, I will expect that my tenure 

will be reviewed by the board chair and/or the full board. 

 

If the organization does not fulfill its commitments to me, I am empowered to initiate a 

discussion with the board chair and executive director. 

Signed: 

 

__________________________________  ________________________ 

Board Member     Date 

 

__________________________________  _________________________ 
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Board Chair      Date     
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Resources: 

The NEW Center www.new.org 

NEW Center Board Room  (login: appleplayschools pass: apples48103) 

http://managementhelp.org/freebusinesstraining/role-of-ceo.htm 

http://www.nonprofitexpert.com/sample-nonprofit-board-policies-and-procedures/ 

www.guidestar.org 

www.carvergovernance.com 

http://www.joangarry.com/ 

 

National Council of Non Profits 

 

www.managertools.com 

 

Sunshine Laws 

 

The Bridgespan Group 

 

501 Commons 

 

BoardSource 

We hold a membership with the Michigan Non Profit Assiciation 

https://www.mnaonline.org/ 

 

Books (Required Reading) 

Boards That Make A Difference: A New Design for Leadership in Nonprofit and Public Organizations, John 

Carver 

The Little Book of Boards, Erik Hanberg 

The Little Book of Fundraising, Erik Hanberg 

Other Suggested Reading:  These books have made a huge impact on the leadership and 

management of the organization.  Themes from these books are sprinkled throughout the organization. 

How to Build a Great Business, Ari Weinweig 

Guide to being a Great Leader 

http://managementhelp.org/freebusinesstraining/role-of-ceo.htm
http://www.nonprofitexpert.com/sample-nonprofit-board-policies-and-procedures/
http://www.guidestar.org/
http://www.joangarry.com/
https://www.councilofnonprofits.org/
http://www.bridgespan.org/
http://www.501commons.org/
https://www.boardsource.org/eweb/
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The Triple Bottom Line, Andrew Savitz 

Why Motivating People Doesn’t Work….and What Does, Susan Fowler 

Carrots and Sticks Don’t Work: Build a Culture of Employee Engagement, Paul Marciano 

Reinventing Your Board: A Step by Step Guide to Implementing Policy Governance, by John and Miriam 

Carver 
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Appendix  

http://www.zingtrain.com/content/ten-rules-great-finance 

TEN RULES FOR GREAT FINANCE 

By Ari Weinzweig, Zingerman’s Co-Founding Partner 

At Zingerman’s, we first adopted the Open Book approach to finance in the mid-1990s.  We learned 

about it from reading the now classic book, The Great Game of Business, by Jack Stack and Bo 

Burlingham, as well as John Case’s Open-Book Management. The concept basically states that everyone 

in the organization—from hourly staff through to the finance staff, VPs, GMs and CEOs—participates 

actively in reading, reporting and managing the financials. Everyone is responsible for financial 

success. 

Stack and Burlingham take the approach that business is a game. Like any game, business has rules by 

which it’s played. And the better everyone in the game understands how to play and win, the better it 

will be. 

The simplistic explanation of open-book finance is that “everyone sees the numbers.” But that’s a 

passive view of what the system can accomplish. “Seeing the numbers” implies that we’ve let the staff 

see the scores, but that is incomplete. Done well, business and open-book finance are participative 

activities, not spectator sports. When it works, it’s because everyone understands the rules of how the 

game of business is played. 

All In It Together 

The traditional—and more cynical— business approach would say that the job of the front-line staff is 

to just do what they are told and then let the people “at the top” focus on finance. A few years ago, it 

dawned on me to contrast that old-line finance approach with the way we handle service. The fallacy 

in the big-business financial approach became glaringly clear. 

Over the years, we have raised our service standards to high, if ever imperfect, levels. We teach 

everyone that they are responsible for the quality of every customer’s service experience. Any time we 

see a guest in need, it’s our job to take care of “business.” 

We have a common language about service—everyone here knows what an “extra mile” or a “code red” 

is. We measure service performance and share the success. Everyone knows that they make a 

difference in the quality of the service we deliver and everyone knows what he or she can do to make 

that service even better. As normal as this scenario may sound, it’s probably the opposite of what was 

happening in a bureaucratic business setting, circa 1979, in which service effectiveness would have 

been relegated to a “service department.” 

Quite simply, the exact same thing applies to finance: Everyone has a major role in delivering positive 

financial results. And in the specialty food industry—where margins are thin at best—we cannot afford 



38 

to have the majority of the people in our organization disengaged from the responsibility of attaining 

positive financial results. 

An Overview of Open Book 

Using our open-book finance system effectively has significantly improved almost every element of our 

organizational work. 

The financial performance is better; in fact, our bankers just lowered our borrowing rates. But it’s not 

just financial. Open-book finance has improved the connection that the staff feels to the business. It’s 

also helped them learn how to handle finance in their own lives so that they live more sustainably 

outside of work. And better financial results allow us to give to our community more effectively. 

We teach Three Steps to Great Finance at Zingerman’s: 

1) Know and Teach the Rules 

2) Keep Score 

3) Share the Success 

This column is about the first step—knowing and teaching the rules by which we play the game of 

business. We’ve adapted them from The Great Game of Business; I’d suggest that anyone who wants to 

use this system adapt again because what works here will need adjustment to fit with your 

organization and community. I share them for the content—i.e., what the rules are. They communicate 

what we’re teaching staff and how employees are involved in the running of the business. 

Getting Good with the Rules 

Business is basically a game, and like any game, there are rules by which it’s played. The better 

everyone in the business knows and understands those rules, the more they know how the business is 

doing (i.e., Step 2, Keep Score), and the more they have the chance to win together (as in Step 3, 

Share the Success). If you think rules aren’t important, put a team on the basketball court without 

knowing anything about the three-point line, free throws, time outs or traveling violations and see how 

it goes. 

Here are the rules by which we play the finance game. Some of the rules are universal finance 

premises; i.e. Begin with a Plan, Profit is Vital, Cash is King, A Dollar Today is Worth More than a Dollar 

Tomorrow, Building Value is Essential. 

Accountants and upper-level execs may say that these rules seem “obvious.” But while the terminology 

of Rule 2 (Profit is Vital) may seem simple as a stand-alone statement, ask six staff people (not 

including the accountant or owner) what “profit” means and what it is used for. You will receive some 

interesting—certainly incomplete and mostly inaccurate—answers. Hence the importance of getting 

these rules on paper so that everyone can have the same understanding. 
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The other rules—Success Starts Here, We Speak the Same Language, It’s Gotta Tie Out, and especially 

the 80/20 Rule and DORs are Number One—are things you will not hear in other companies. These may 

be easier to adopt because people don’t have any biases for or against them. 

The numbers are ultimately important because of what they imply for the people the organization 

impacts. If we can’t pay the staff, people can’t make their rent payments. Conversely, if we can give 

more to the community and help people in need, if we can reduce our interest costs and improve 

bonuses, etc., everyone wins. By sharing the stories and the meaning behind the numbers, we bring 

them alive. 

The game of business is no more about these rules than basketball is about how far out the three-point 

shooting line is. But you do have to know and understand how the rules work, and then use them 

regularly to bring the whole thing alive, to personalize it and profit—financially and spiritually, as an 

organization and as individuals—from the work. 

Here are Zingerman’s ten rules of open-book finance: 

1. Begin with a Plan 

Each spring we start work on what we call “ZAP”— Zingerman’s Annual Planning. We spend three 

months working to get clarity on where we’re going as an organization, what each part of the company 

is going to do within that, and what action each department and individual will take to make that 

happen. We start with a vision, a picture of what the successful organization will look like at the end of 

the planning period. 

Good planning is critical to great financial performance. While you can find places that have scored 

huge financial successes without planning, most of those are going to be a one- or two-time success, 

not sustainable, learnable, self-regulating and stable organizational models. 

Writing a clear plan allows us to go into the year knowing that we have a workable, agreed-upon, 

inspiring but still strategically sound approach to get where we’re going. The plan also allows for the 

likely reality that we will regularly drift, fall, and/or trip and find ourselves off course. By having the 

plan, we can much more easily figure out where and how to adjust throughout the year. 

By teaching the value of good planning at an organizational level, we’re helping both the business and 

the people who are part of it think long term and work with the reality—the rules of business—that 

resources are limited, time impacted and there to be managed for the greater good. 

2. Profit is Vital 

The idea of profit being a positive thing is a no-brainer for most. But when I ask staff to define and 

describe what profit is and where it goes, most have little or no clue. Some chuckle and say, “In your 

pocket.” I usually come back with, “In my dreams.” Even in super profitable businesses, it’s unlikely 

that all the profit goes into the owners’ bank accounts. And it certainly never has here. 
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Staff members are rarely able to give a formal definition for profit, let alone explain what happens to 

it. Many will say, “It goes back into the business,” which, while true, doesn’t help much. When I ask 

what “back into the business” means, they cite things like “training,” or “giving to the community.” 

But, while being profitable can enhance our willingness to do more training or increase donations, any 

accountant knows that those are expenses, not profit. 

With that preface, I talk to the staff about what is obvious to every accountant and to many business 

people, but is barely and rarely understood by most of the people they employ. 

We start with a simple formal definition: Sales – Expenses = Profit 

What each organization puts into “expenses” is primarily dictated by the Internal Revenue Service and 

the rules of GAAP (Generally Accepted Accounting Principles). But to some degree each company 

defines what goes where in its own financial world. We show staff where food, labor, supplies, social 

security, rent and all the other expenses on the profit and loss statement appear. 

The more interesting issue is understanding where the profit goes. 

At Zingerman’s, that means five areas: 

a) Capital purchases: Any piece of equipment that isn’t for reselling and that costs more than $1,000. 

b) Paying down the principal on loans: Making payments on money that we have borrowed from banks 

or investors. 

c) Paying federal taxes: This is currently running at about 30-plus percent of profits. This one shocks 

most front-line staff—they simply never think about the reality that $35 of each $100 we make goes to 

the government. 

d) Return to shareholders: This is the payback to those people who’ve invested in the business. 

e) We save it: Along with capital purchases, bigger savings will contribute to an increasing book value. 

Although not part of profit, we have pay outs that are often tied to it: 

• We pay out profit-based bonuses. 

• We pay in to our Community Chest, a fund available for those in need in the organization to draw on. 

• We give ten percent of the previous year’s profits to the community through non-profit contributions 

(but if you’re keeping financial track, note that that giving will be an expense, not profit, in the 

coming year). 

What happens when front-line staff understands this? Here’s a great example. 

A dishwasher at our restaurant, Zingerman’s Roadhouse, pointed out that two-thirds of the fancy sugar 

cubes we served with coffee were coming back to the kitchen and getting tossed in the trash. They 

were going out unwrapped in small cups, so they could not be reused. So we changed to wrapped 

packets. How much was this worth? Given that we serve probably 150 cups of coffee on a typical day, if 

it reduced cost by five cents per service, that’s $7.50 a day, or about $2,700 a year. Which goes 

straight to the bottom line. And that was only one idea by one intelligent individual who happens to 

wash dishes. 
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We teach the staff the truth of the business world—the story behind profit. When we’re profitable, we 

have the financial stability to make more effective decisions. Being profitable enhances our ability to 

borrow from banks by showing a positive balance sheet, which assures them that we have the margin to 

cover the inevitable risky decisions made to operate our businesses. And, very importantly, because 

our commitment is to donate a large share of the previous year’s profit, it’s important that we actually 

be profitable so that we can continue—or better still, expand—the funds we give to the community. 

This latter piece is a big motivator to increase profitability for many staff members. 

3. Cash is King 

We ask the staff to explain the difference between being profitable and having cash. Few understand 

that the two, while related, are often different. A business can be profitable but have no cash on hand. 

Or you might have plenty of cash but the business is not operating profitably. 

We share that the most common cause of failure in rapidly growing businesses is shortages of cash. We 

talk about the implications of shortages—as in, “What happens to paychecks when there’s no money in 

the bank?” We then talk about one short-term solution to cash shortages—borrowing. And then we use 

that example of borrowing to back up to Rule 2 and show how borrowing $10,000 today will negatively 

impact profitability going forward because it increases interest costs. In this context, we teach about 

accounts payable, accounts receivable, paying down debt service, and cost of paying interest on loans. 

Why would a front-line staff member need to know about this? Because they make decisions that 

majorly impact our financial results. If they don’t understand what profit means and why you need 

cash, they will make poor decisions. 

One of our best, most loyal and intelligent staff members had what we call a “belated glimpse of the 

obvious” when she realized what Cash is King means in the day to day. While her unit was doing well 

from a sales and profit standpoint, cash was tight because accounts receivable were high. At the 

department’s weekly huddle, the forecast on cash was grim. The accountant politely mentioned that 

any purchases the business might put off would help make it possible to pay the bills. All of a sudden, 

it clicked for her; she had a stack of credit card receipts waiting to be processed, set aside because she 

was so focused on giving good service to customers. All she needed to do was to run them through 

immediately, rather than wait until there was a free moment, to reduce the stress around the cash 

shortage. 

She was not letting them pile up indiscriminately. We had trained her, first and foremost, to give great 

service and she was committed to doing so. And there were a lot of customer needs she was attending 

to instead of getting to the credit card processing. But once she understood what to most accountants 

would be obvious, she quickly carved out the 30 minutes that it took to finish processing and put 

thousands of dollars of needed cash into the operating account. 

Another time, having cash allowed us to take advantage of a big buying opportunity. We had a one-

time chance to buy something at an amazing price that has a multi-year shelf-life. There was nothing 

wrong with the product—the supplier just wanted to move it. We were able to buy 3,000 units, at a 
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savings of more than $5 per piece. Front-line staff members were able to quickly calculate that even if 

it takes a few years to sell them all, that’s $15,000 added to the bottom line. Even when they add on 

the cost of holding the inventory, that’s still a financial win. Without the cash, we could not have done 

it. 

4. Building Value is Essential 

This is probably the least utilized rule in the day-to-day operation of the business. “Building value” in 

the financial sense is something that staff members rarely think about. In essence, it refers to what 

shows up on a balance sheet as “retained earnings,” which in turn is a mathematical calculation that 

combines the value of capital purchases we’ve made along with long-term savings resulting from 

profits. 

Without getting into depreciation, this balance sheet entry is basically the value that owners have 

accumulated over the years. While the spiritual value of what we’ve built is great too, it’s important to 

people who invest to be able to show financial wins. Few front-line people—even in an open-book 

setting—think much about why they’d want to build book value in a business. But there are reasons: 

a) Healthier balance sheets make it easier to borrow because banks rarely lend to anyone who needs 

money. 

b) Retaining earnings is a way that we show the staff, the community and the bank that we’re building 

a sustainable business that has the wherewithal to be here for the long haul. 

c) If owners aren’t seeing any return on their investment, they will take their money out of the 

business. If they take it out, the business will not be viable, which means no jobs. 

5. DORs are Number One 

DOR at Zingerman’s stands for Department Operating Report. Don’t get hung up on the name—you can 

call it your “scoreboard,” your “dashboard” or whatever you feel like (our Mail Order staff calls theirs 

“Murray”). We elevate the DOR to the highest level of organizational importance because the DOR is 

the place where everyone playing the “game” can and does look to see how we’re doing. 

The DOR is the single most important financial document to use—more important than profit and loss 

statements, balance sheets or cash flow reports. 

What makes the DOR so important? It will likely contain the most critical elements of each of the other 

three financial statements. DORs are much shorter than typical financial statements. Somewhere 

between five and, at most, 25 different line items are typical. They should be able to fit onto a single 

white dry erase board and a single sheet of paper (two at the most). Consequently, they’re easier to 

read quickly and effectively than those longer and more complicated financial documents. With a 

modicum of training, any interested individual can learn to read the DOR and figure out how things are 

going in their own area. 

The DORs report critical, non-financial, as well as financial, measures; we track food and service 

quality and other key issues, such as sanitation, staff satisfaction, etc. They also show financial 

numbers that are essential to know for operations but don’t show up on a financial statement. A classic 
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example is the check average in a restaurant. Everyone needs to know it—it’s important to managers 

and servers—but it never shows up on a standard statement. 

DORs also include forecasts. By scanning its five to 25 lines, I can tell much better how a business or 

department is doing and what the trends are than I can by reading only financial statements. Plus, the 

DORs take the power out of the office and put it in front of everyone. We can all read it, learn from it 

and make a difference. 

6. It’s Gotta Tie Out 

A basic problem in many organizations is that individuals operate under the mistaken assumption that 

they’re working on their own. That mindset—often referred to as a “silo mentality”—implies that each 

person works without impacting anything else. That’s completely inaccurate—everything each of us 

does has impact on the organization and everyone else in it. 

Watching people understand the idea of tie out is an amazing thing. Most resist the idea at first—it’s a 

lot of responsibility to realize that if I over-order on one item by $2,000, other buyers will have $2,000 

less to spend unless we borrow money or delay payments. It’s scary to realize that if I increase my 

sales forecast significantly, the purchaser will order more product to fill the demand. It’s 

overwhelming the first time you realize that adding staff and increasing labor costs also raises benefit 

costs, which could lower profit. And downright intimidating to understand that if you lower sales 

forecasts and labor cost is managed as a percentage of sales, you will have less money to spend giving 

staff the hours they thought they would have. 

This rule is one where leaders and accountants must aggressively teach the concept and show everyone 

how to apply it evenly. We have to make sure that important questions of tie out are always being 

asked. For instance: 

• When sales are forecast to increase, will we have enough product? Do we need to schedule more 

staff? 

• Have we adjusted for what may happen if we run out? 

• If there’s a frost in Florida and citrus costs skyrocket, have we forecasted a higher food cost? Raised 

prices to compensate? If we raise prices, will sales fall? 

The ultimate truth of this rule is that it’s at work whether we like it or not. Although few people pay 

much attention to it, this rule is one of the most important ones we have. 

7. A Dollar Today is Worth More than a Dollar Tomorrow 

Although this concept comes as second nature to nearly all entrepreneurs and accountants, it’s rarely a 

conscious thought for those working in their businesses. You can remedy that by trying the following 

exercise: Ask if anyone in the room will give you $10 on the promise that you’ll give it back to them 

before they leave the room. Unless you have a habit of not doing what you say, most will make you the 

“loan” without worrying much about it. 
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Then try the question again: “How about you give me the $10 and I’ll give you back the same bill a year 

from now?” Everyone but the independently wealthy or the exceptionally generous will balk. And for 

good reason. If they have to wait a year to get back that $10, they should be getting back more than 

they sent your way. Ten dollars a year from now is worth less than ten dollars today. 

To explain this rule in more detail, we teach about accounts receivable, about the cost of increasing 

inventory; we talk about how interest works and what happens when we borrow money from the bank; 

we work through the math to determine whether it’s better to take a discount on early payment of an 

invoice or to take longer to send a check and give up the discount. 

Can front-line staff understand what this means? Of course. At a new employee orientation class a few 

years ago, a staffer talked about the experience of attending his first weekly huddle where we review 

the DOR and all the key numbers. He told the story of hearing one of the managing partners ask the 

crew about a large purchase of product she wanted to make. Doing so would pull a significant amount 

of cash out of savings because she’d be buying about a six-month supply. But the lower cost for the 

product would allow for a good reduction in cost of goods. Our staffer was shocked that a) she was 

even asking the group for input and b) the group members were calculating the cost of the interest the 

business would be giving up to compare it to the savings on cost of goods from the lower purchase 

price. When this concept gets through, it’s a beautiful thing to behold. 

8. The 80/20 Rule 

Most every manager in the business world has probably experienced—painfully— 

what the 80/20 rule isn’t. You know, those old-style financial meetings? Someone reads from the 

financial statement, all too often in a sleep-provoking monotone, informing the group of last month’s 

financial results. Usually the numbers are followed by an explanation of why they are what they are. 

The group listens; people argue theories of why the numbers were what they were, but nothing much 

happens, and the meeting ends. 

Instead of spending time reviewing what’s already over with, our rule says that we spend 80 percent of 

our time looking forward and doing forecasting and only 20 percent of our time talking about past 

performance. The 80/20 rule makes finance fun, meaningful and downright exciting. 

Thinking ahead means we can think positively. We have a chance to change what we do now to get 

where we want to go. It gives time to coordinate amongst ourselves and with our suppliers to do what 

needs to be done to get there. By using this 80/20 rule during our weekly staff huddles, we’re helping 

everyone to see where we’re headed. Sometimes it looks like we’re going where we want to go; at 

other times not. Looking forward instead of just reporting on where we’ve been allows us to steer in 

the same direction, to put our energies into productive, positive adjustments. 

9. We Speak the Same Language 

This is not a fancy rule; mostly it seems self-evident. When we first started to use open-book finance, 

we discovered that we had key people—me included—each of whom had their own definitions of 

important terms. For instance, people were commonly confusing a “sale” (where product is put in the 
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hands of the client) with both a “booking” (a commitment by the client that a sale is going to take 

place at some future date) and a “receipt” (where we actually get the money). All are important but 

they are not the same and you can see where using them interchangeably could get any organization 

into a lot of trouble. 

By committing to honoring this rule, we’ve set up glossaries, documenting what we mean by each key 

term to ensure that each of us understands the same thing. For example, when we use the term “Net 

Operating Profit,” everyone knows what’s included and what’s not. When we talk about “labor cost,” 

we do not include benefits. Freight for products coming in is included in cost of goods. When it comes 

to finance, we all have to speak the same language. 

10. Success Starts Here 

This rule underlies the whole open-book finance approach. If we didn’t firmly plant Rule 10 in people’s 

hearts and minds, our recipe for great finance would never work well. Every player on the team has to 

know that they’re responsible for winning, not just waiting for the star players to pick up the pace. In 

practice this means that we’re all responsible for making our mission a reality every day. And that—

whether we’re full time or part time, old or young, high or low on the organizational chart, new to the 

organization or an old hand—we’re all responsible for getting great financial results. 

Is it working? The results piece is easy to see because it shows up in black and white on the DORs and 

the financial statements. The cultural change is something you pick up watching and listening to what 

people say. Three quick examples: 

1) Standing behind the counter at the Deli, I heard one staffer turn to his peers and, unsolicited, tell 

them the up-to-the-minute sales totals for the day. That was nice but what caught my attention was 

the immediate question that came back: “Is that before or after discounts?” 

2) Not two hours later, I was at the Bakehouse about 30 minutes before closing. I walked by while the 

two front-line staff on the counter were talking. “We’ve got $121 to go,” one said. I asked what they 

were talking about. “To get to the sales total for the day,” the other answered. I went in and the 

phone rang. Sixty seconds later I heard the first staff member say, “That gets it down to $61. Just sold 

two coffee cakes!” 

3) While teaching the new staff orientation not long ago, an employee at the Deli who can’t be over 18 

started telling the rest of the class how valuable the finance training had been. I asked her why and 

she replied, “When all my friends start complaining about how high the prices are, I can explain that 

we don’t have a very big margin and that it costs a lot to put out such good food.” 

These stories are even more important because of the tone in the voices of the people who said these 

things and the look in their eyes when they said them. This is not a group of University of Michigan 

MBAs trying to impress me. These are hard-working, caring staff who have no formal business training, 

but who totally get it. They don’t just “know the rules;” they understand them and understand why 

they’re important. 
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This first step to Great Finance—knowing and teaching our Ten Rules for Great Finance—has been just 

as important as knowing and teaching how to make a cappuccino, cook corned beef or bake a loaf of 

country bread. The more everyone understands, the more they know how to impact the results, the 

more they know how the results impact them, their peers, the organization and the community, the 

more we all win. 
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Appendix  

 

Board Meeting Minutes Basics 

Discussion 

The primary purpose of board meeting minutes is to create an official record of the events that transpire 
during a meeting.  Minutes demonstrate that the board is fulfilling its duty of care. As legal documents that 
represent the actions of the board, they carry significant weight with courts and investigating agencies.  
Therefore, the board should be sensitive to what is included and how board deliberations are presented.  
Write them as if they will be published in the New York Times.  They should not be a transcript of the 
meeting, but should be detailed enough so that those not in attendance can understand what occurred.  

An important and positive element of minutes is that they provide an opportunity for the organization to 
create a record of conscientious compliance with its multiple legal obligations. For example, minutes that 
reflect review and approval of the annual operating budget and quarterly financial statements would 
support the contention that the board is fulfilling its responsibility to ensure the financial integrity of the 
nonprofit. In addition, a description of board review and approval of the annual IRS Form 990 and audit, 
along with direct interaction with the auditing firm, would demonstrate that the board provided oversight of 
funds held in the public trust. A notation that the board conducted its annual review of insurance 
coverage’s would show that the board was diligent about risk management and protecting those involved 
in the organization and its property. 

Minutes should summarize, rather than transcribe verbatim, what occurred at a board or committee 
meeting. Minutes generally should not reflect who said what, and, instead, should more generically refer 
to discussion between directors and other participants in the meeting. Many attorneys think audio or video 
taping a meeting is a particularly bad idea. The argument is that the presence of recording equipment 
may have the tendency to chill a healthy exchange of information.  In addition, comments made in the 
ordinary give-and-take of a board meeting may prove embarrassing or harmful later when taken out of 
context if these recordings are kept.  There is debate about whether a nonprofit that makes audio or video 
recordings of meetings should delete the recording even after a transcription of the minutes is officially 
accepted as the minutes of the meeting. This issue is being debated state by state. 

Process:  To assist with well-prepared board minutes, nonprofits should consider how they prepare for a 
board meeting. 

● Before each board meeting: about 20-30 days before the board meeting, a request for board 
meeting topics should be sent to all board members.  Then about 10 to 15 days before the board 
meeting, the board chair and executive director should confer on topics to be addressed during 
the board meeting.  The chair and executive director should then work together to gather and 
prepare enough documentation for board members to make well-informed decisions.  About five 
days in advance, board members should be provided with the agenda and all supporting 
documentation electronically.   This may include recommendations and any reasonable 
alternatives.  Board members should review the materials and come to the board meeting 
prepared to discuss each issue before making decisions. 

● During each board meeting:  Time should be allowed for discussion, questions, evaluation and 
consideration before taking action.  Serious matters warrant greater attention and deliberation, 
and this should be reflected in the minutes. 

● After the board meeting:  Board minutes should be written and distributed immediately.  Board 
members should respond with comments and corrections as soon as possible while the meeting 
is still fresh in their minds.  Each board member has an obligation to carefully review the minutes 
of each meeting for accuracy. Members who disagree with the draft minutes should bring their 
objection(s) forward prior to approval of the minutes at the next board meeting. By the time 
minutes are included in the agenda for approval, there should have been plenty of time for 
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corrections and a final draft. Most high-performing boards now include minutes of the last meeting 
in a “consent agenda”.  

Minimum requirements:  At a minimum, minutes should include the following: 

·        Name of the organization 
·        Location, date, and start and end times of meeting 
·        Type of meeting – regular, special or executive session 
·        Board members present (in person or by speakerphone or Skype, if allowable under state corporation 
laws) and absent 
·        Other individuals present during the board meeting (i.e., staff and guests) 
·        Existence of a quorum (minimum number of board members entitled to vote that must be present at a 
meeting before any business can be transacted legally)  
·        A brief description of each agenda item and the action taken by the board on that item; note any 
recusals or abstentions; note dissenting votes upon request of the board member 
·        A notation about any actions that require follow-up by the board or staff 
  
How much information should be included?  It is not necessary, nor is it advisable, to record the name 
of the person who makes a motion or seconds it, or who votes for or against it. This is because in the 
event of a lawsuit, it provides the plaintiffs with details about who supported or opposed the action, 
suggests divisions within the board and provides a ready list of potential witnesses for opposing sides.  
After the board has made its decision, it is better to present a united position on a decision.  However, in 
an effort to maintain transparency for conflicts of interest, abstentions or recusals should be reflected in 
the minutes.  Also, upon request, a board member who disagrees with the outcome of a vote may have 
his/her name noted in the minutes as a dissenting voter. 
  
Absence from the meeting:  Board members’ absence should be noted in the minutes.  Board members 
should be aware that their absence from a meeting of the board does not relieve them of their duties of 
care, loyalty or obedience.  Nor does absence relieve the board member of the consequences of the 
actions of the board.  A board member may be held liable for actions taken by a board even when that 
individual board member was not a participant in the deliberations or the vote.  Note: If a board member 
notifies the board chair or the executive director in advance that he/she will not attend a meeting, being 
"excused" does not alter the fact that the board member was absent. 
  
Voting by proxy: In states that allow voting by proxy, proxy votes should be included in the minutes and 
covered in the organization’s bylaws.  A proxy is a person authorized to vote on behalf of a regular board 
member on a specific matter.  Where allowed, this is a very narrow authority and should not be construed 
as a means to delegate board member responsibilities.  Board members may not delegate their 
responsibilities to others by sending someone to attend a board meeting in their place. 
   
Permanent record:  Approved minutes should be kept in a safe place with other permanent records of 
the corporation and should be so noted in the organization’s document retention policy. 
  

  

  

  

The above are basic steps to consider in recording  nonprofit board meeting minutes. Please consult legal counsel if 
you have serious questions about your board’s minutes or a legal issue raised in them. 
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Conflict of Interest Policy 

 No member of Apple Playschools Board of Directors or Staff shall derive any personal profit or 
gain, directly or indirectly, by reason of his or her affiliation with Apple Playschools. Each 
individual shall disclose to Apple Playschools any personal interest which he or she may have in 
any matter pending before the organization and shall refrain from participation in any decision 
on such matter. Such refraining can take the form of simple disclosure, leaving the room during 
discussion, not participating in the discussion, or recusing oneself from the issue altogether. 

 Any member of Apple Playschools’s board or staff shall refrain from obtaining any list of Apple 
Playschools's clients for personal or private solicitation purposes at any time during their term of 
employment or board service. 

 In addition to my service for Apple Playschools, at this time I am a board member or an 
employee of the following organizations: 

  

1.  

2.  

3.  

4.  

5.  

  

This is to certify that I, except with regard to carrying out my duties as a board or staff 
member of Apple Playschools or as described below, am not now, nor at any time during 
the past year, have been: 

  

1) A participant, directly or indirectly, in any arrangement, agreement, investment, or other 
activity with any vendor, supplier, or other party doing business with Apple Playschools, which 
has resulted or could result in my personal benefit. 

2) A recipient, directly or indirectly, of any salary payments or loans or gifts of any kind or 
any free service or discounts or other fees from or on behalf of any person or organization 
engaged in any transaction with Apple Playschools. 
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Any exceptions to 1 or 2 above are stated below with a full description of the transactions and of 
the interest, whether direct or indirect, which I have (or have had during the past year) in the 
persons or organizations having transactions with the Apple Playschools. 

  

Failure to hold to this agreement can result in termination of employment or removal from the 
board. 

  

 Printed Name: ________________________________________ Date __________ 

  

 Signature: ________________________________________________ 

 


