a hew way
to nominate

Engaged members have limited time, so putting out an annual call for volunteers and hoping for
the best is no way to attract them. A more iterative and involved process can attract the leadership
‘talent you need and give volunteers the experience they want. | By Leigh Wintz, CAE
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Engaging a sufficient number
of volunteers with the necessary knowl-
edge, skills, and expertise has been a growing
challenge for associations for some time. In

a tough economy, members understandably
focus more on livelihood and economic stability,
which leaves less time, energy, and motivation

to volunteer for leadership roles in the organiza-

tion. This is especially problematic given that
association staffs now have fewer resources
at their disposal and depend even more on the
member-volunteer workforce to implement
vital strategies and initiatives.

Serving on the board of directors of an asso-
ciation still has cachet as a resurmne builder and
great appeal for those who want to give back to
their industry, profession, or cause. However,
serving on the board of directors is also per-
ceived as an enormous commitment of time and
energy (and in some cases money). Moreover,
downsizing has increased members’ individual
workloads, making it more difficult to get, or
take, time off to participate in association com-
mittees or on the board. .

Successful associations have tackled these
challenges by recognizing the need to change
the way volunteer opportunities are man-
aged. They understand that volunteers cannot
be expected to radically change their lives to
do association work. Members still want to be
engaged in the work of the association, but

they are looking for shorter time commitments
and opportunities for participation in ad-hoc

- groups or one-off projects. Members expect their

associations to use technology to support their
volunteer efforts and to embrace social media
as an extension of the networking they enjoy as
members. _

These same associations have discovered
the value of using the nominating commit-
tee to make the changes necessary to find and
meaningfully utilize members. The traditional
nominating committee convenes annually and
is often composed of past top leaders, and its
sole charge is to put together a slate of officer
and director candidates for the coming year. The
new nominating committee has evolved into
aleadership-development committee, charged
with cultivating and recognizing leadership
within the organization in order to have an
ongoing pool of diverse and qualified candidates
for the board of directors, standing and ad-hoc
committees, and one-off initiatives.

What does this new nominat-
ing committee look like? It takes
a strategic approach in four
areas of leadership develop-
ment: marketing volunteer
opportunities, the nomination
process, personal development
and education, and constant evalu-
ation of activities.







Marketing Volunteer
Opportunities

This area is focused on a variety of
activities to market the value and ben-
efits of beinga volunteer to selected
audiences and to communicate to
those who are willing and interested
in participating about how to become
a volunteer. A call for volunteers is
usually sent out at least annually to all
members, but a single email blast will
probably not be adequate to get a suf-
ficient number of members to actually
read and complete the simplest and
most attractive of online forms. In addi-
tion to several email blasts, spaced two
to three weeks apart, announcements
in publications, newsletters, and by
leadership at face-to-face gatherings
has proven to be effective.

The National Council of State Boards
of Nursing has energized its leadership-
development program through internal
marketing using the theme “Advancing
Potential: Discover the Leader Within.”
This year NCSBN printed a brightly
colored postcard that is being widely
distributed and allows members to sug-
gest potential leaders or self-identify
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‘ (see sidebar “Call to Attention” on page

47). The cards are collected by the
Leadership Development Committee,
which then makes personal contact with
the members.

The Nomination Process
Associations bear a responsibility to
constantly review, update, and sustain a
leading-edge nomination process and to
utilize the process once a year to identify
talented candidates for volunteer posi-
tions that include the board, committees,
and task forces. The call for volunteers
should include a list of all the opportuni-
ties available and a concise description
of the purpose and time commitment
involved in serving. This information
canreside in a section of the association
website to allow interested members to
peruse the available opportunities, click-
ing through for a thorough description of
the positions of interest.

Include questions about preferred
methods of involvement: teleconfer-
ences, face-to-face meetings, email, or all
of the above. Some associations have the
luxury of having more velunteers than
positions to fill, so members may be

asked to identify an order of preference
to serve if volunteering for more than
one committee; perhaps they are willing
to serve wherever needed.

Early engagement means higher
member retention. If possible, allow
members to sign up for committees
or task forces throughout the year. Be
sure to engage those who may be in the
“holding tank” when you are looking
for awards judges, survey participants,
and critical readers or testers for new
resources or products under develop-
ment by staff. Avoid assigning “busy
work” that merely appears to involve
members—it's disingenuous and quickly
discovered.

More members are willing to vol-
unteer when you ask them to work on
things that matter to them, demonstrate
the work is making a positive difference,
and provide an enjoyable experience.

Often there is no lack of candidates
for board positions. The issue is usually a
lack of qualified candidates—members
who have the necessary qualifications
to do the job. An evolved nominating
committee will articulate a clear set of
qualifications beyond the eligibility cri-
teria stated in the bylaws. The Tree Care
Industry Association carefully describes
and defines the qualities it is looking for
{see “The Right Qualifications” sidebar to
the left).

There are a variety of useful matri-
ces that help a nominating committee
examine the characteristics of the ideal
board based on criteria unique to your
organization. Factors such as gender,
occupation, legal or financial expertise,
regional representation, and associa-
tion leadership roles may be of different
importance from one year to the next
depending on who is remaining on the
board and who is rotating off.

Leadership Development

and Education

The focus in this area is to constantly
encourage, facilitate, and coordinate the
implementation of various leadership-
development training sessions and
opportunities in order to prepare and
grow future volunteer leaders. Examples

T



training, informal mentoring opportuni-
ties, and board-member or committee
orientation.

The evolved nominating commit-
tee gives valuable input about the
leadership-development needs of the
members, For instance, if the board
composition lacks members with finan-
cial acumen, board orientation should
emphasize understanding the associa-
tion’s financial statements and revenue
sources. Responses in the call for volun-
teers may indicate a need for evening
teleconferences because members are
unable to receive calls during the work-
day. If public speaking is a necessary skill
to serve as a board member or officer of
the association, then resources should
be allocated to ensure volunteers have
or can receive the training necessary to
effectively serve in the role.

Constant Evaluation of
Leadership-Development
Activities
Even the best strategic approach needs
evaluation to measure effectiveness and
identify areas of process improverment.
An evolved nominating committee con-
stantly monitors changes in the strategic
direction set by the board, seeks board
feedback on future required leadership
skills and training needs, and evaluates
the efficacy of current training, This
helps keep the leadership—development
process fresh, relevant, and sustainable.
Resting responsibility for the associa-
tion's leadership development with the
nominating committee can give new
life to an essential but often tired com-
mittee. Select members of an evolving
nominating committee carefully. Assure

' raittee members before implementing
the change midstream. Consider seek-
ing out those who have been unwilling
or unable to volunteer due to some of
the current barriers to board or com-
mittee service in order to include their
perspectives. Bylaws may need to be
amended before a full change can occur.
Renaming the committee the Leadership
Development Committee sends a mes-
sage about the new purpose and scope of
the nominating committee.

In civil society, associations have long
played a key role in developing leaders.
Former CEC and Chairman of General
Electric Jack Welch once said, “Before you
are a leader, success is all about growing
yourself. When you become a leader,
success is all about growing others.” Past
leaders who have traditionally served on
nominating committees may be eager to
put their considerable knowledge about
the organization to work in leadership

" development. They feel a renewed obli-
gation to ensure their successors are ade-
quately prepared to follow in their

 footsteps. Take advantage of that senti-
ment: It can speed your association’s
evolution from what was once a nomi-
nating committee to a leadership-devel-
opment committee. E)
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