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Abstract

The primary function of the board of directors is to oversee and assess the performance of the organization’s management in running the business. This research evaluated the organizational effectiveness of nonprofit board of directors in New Orleans, Louisiana areas affected by Hurricane Katrina. The data concentrated in two aspects of nonprofit organizations: board member competencies and organizational effectiveness. The evaluation resulted in the development of best practices for nonprofit boards. Organizations will be able to see the various practices conducted effectively by other nonprofits after a natural disaster and pull ideas to implement in their specific case.
Board members have the responsibility for the creation and execution of the nonprofit’s continuity plan (Nonprofit Coordinating Committee of New York, 2007).  Unfortunately, it often takes a disaster to occur for an organization to realize the need for a disaster recovery plan.  Depending on the type of disaster, recovery could be days to months. The huge effort of re-establishing the business usually heightens the organization’s awareness to create and/or update its planning (Brunetto & Harris, 2001).  Of course, there is no one procedure or checklist that will do justice to the analytical, creative, and visional thinking needed for a successful recovery plan. It will all depend on the mission and needs of the organization (Rodetis, 1999).
As the governing body of a nonprofit organization, boards of directors have the responsibility to oversee the operations of its organization after a disaster.  One of these responsibilities involve defining the purpose of the organization after a disaster.  It is understood that the mission of the organization may have to be slightly changed temporarily to meet the new needs of the organization and the community based on the severity of the disaster.  All of this helps in ensuring service continuation after the disaster and assist in the creation of various collaboration efforts with other agencies (Alliance for Human Services, n.d.)
This research determined internal factors critical to the effectiveness of boards of directors’ performance of nonprofit organizations based on the Hurricane Katrina disaster. This research received no specific grant from any funding agency in the public, commercial, or not-for-profit sectors. This study evaluated the competencies of nonprofit boards of directors as related to organizational effectiveness in the New Orleans, affected by Hurricane Katrina. This research yielded best/suggested practices for board competencies displaying the highest levels of effectiveness.
A significant relationship exists between board performance and organizational effectiveness (Green & Griesinger, 1996). Herman and Renz (2004) offer two theoretical perspectives dealing with organizational effectiveness specific to nonprofit organizations.  The first perspective is a multiple-constituency view dealing with organizations with numerous stakeholders.  Each individual involved will look at the effectiveness of the organization from a different point of view with evaluation criteria that is important to them and not necessarily to benefit the organization.  Social constructionism is the second perspective offered by Herman and Renz (2004). It acknowledges the reality of organizational effectiveness is created by people’s beliefs, knowledge, and actions.  Considering these two perspectives, the measuring of nonprofit organizational effectiveness and therefore board performance is based on each individual stakeholder’s perspective and point of view. 
Since the board of directors of a nonprofit organization is ultimately legally responsible for the affairs and conduct of the organizations they lead (Herman & Renz, 2004), it is extremely important that a careful member selection process is conducted.  Best practices for board of director management exist; however, instead of adopting any given practice, an organization must discover and continually seek to improve its practices.  The important issue is to customize the best practices to match the organization’s mission, values, and expectations.  Regular and effective communication is extremely important to the management of an organization (Herman & Renz, 2004). Boards of Directors are involved in the organizational effectiveness of nonprofits at different levels.  The performance and effectiveness of the organization rests on the shoulders of the board during day-to-day activity as well as during and after disasters.

Determining Organizational Effectiveness after a Natural Disaster

Organizational effectiveness has been correlated to board performance and performance to board competencies in numerous studies.  This has never been done with nonprofits after a natural disaster. Here it is all being brought together as one study.  Organizational effectiveness is based herein on the Louisiana Standards for Excellence as established by the Louisiana Association of Nonprofit Organizations (LANO) for Louisiana organizations.  
The Louisiana Association of Nonprofit Organizations (2007) developed fifty-seven standards for Louisiana nonprofits based on the nationally recognized set of standards developed by the Maryland Association of Nonprofit Organizations (2007).  These standards fall under eight primary guiding principles that have gained national recognition and are used by various state associations. These principles involve:  

Principle #1: Mission and Program

Principle #2: Governing Body

Principle #3: Conflict of Interest

Principle #4: Human Resources

Principle #5: Financial and Legal

Principle #6: Openness

Principle #7: Fundraising

Principle #8: Public Affairs and Public Policy

The nonprofit organizations herein are evaluated on the above Principles to determine their overall organizational effectiveness. The Standards for Excellence Program Self-Assessment offers a quantitative view of the organization’s effectiveness.  Although, meeting or not meeting certain standards will be subjective to the opinion of the organization’s staff and the review of documentation during the study, the values presented will be calculated in a quantitative method. Meeting eighty percent of the standards under a certain Principle determines the organization as being effective under said Principle.  An organization must be effective in all of the Principles to be determined as an effective organization.

[Figure 1 Here]
Five additional questions were added to consciously triangulate the findings of the questionnaires in order to establish a method of double-checking and support of those findings.  In a broad sense, triangulation is defined as the combination of methods in research and more specifically the use of multiple reference points to locate an exact position (Jick, 1979). In the case of this study, this will provide a secondary reference point to some of the questions asked to the participants thus offering a strengthening point of the findings.  These questions offer the opportunity for the participant to express his/her thoughts and opinions by answering direct questions related to organizational effectiveness and those areas that contribute to this factor.  The questions are as follow:

1.
Do you consider your current board’s effectiveness as being very ineffective, ineffective, effective, or being very effective? 

2.
In what areas do you perceive your board as operating most effectively?

3.
What, in your opinion, could be done to increase the effectiveness of your board?

4.
What topic(s) related to nonprofit boards of directors would you like to learn more about to become a more effective member of your organization?

5.
What concerns do you believe will be important to your board five (5) years from now?

Organizational effectiveness is determined by the information gathered from the organizational self-assessment instrumentation using the eight Standards for Excellence (Figure 1).  This is related to the information gathered from the board members and staff of the selected nonprofit organizations through the five aforementioned additional questions.

The additional questions provide insight into both areas of excellence and areas of improvement as perceived by both groups of participants.   The purpose of these five additional questions is to consciously triangulate the finding of the questionnaires in order to establish a method of double-checking and support of those findings.  This way the combination of methods in research and more specifically the use of multiple reference points to locate an exact position provides secondary reference points to some of the questions asked to the participants thus offering a strengthening point of the findings (Jick, 1979).
It is determined that there is no single specific Standard of Excellence that stands above the rest. However, the highest and the lowest scoring standards are worth noting.  The highest scoring standard using the combined average of the organizations, with a perfect 1.00 score, is Conflict of Interest.  This standard deals with the assessment of organizational policies and the evaluation of board members and staff acting in the best interest of the organization which they represent (Louisiana Association of Nonprofit Organizations, 2007).

The other extreme of this range of standards falls at a score of 0.89 (Governing Body) when combining all organizations.  While a specific standard cannot be said to determine organizational effectiveness following a natural disaster, it can be noted that the standard of Governing Body contributes the least to organizational effectiveness.  This standard deals directly with the role the board of directors has as the governing body of the organization.  This is not a negative aspect as the range of overall effectiveness is from 0.89 to 1.00. 
[Table 1 Here]
Using the additional questions, it is found that 57% of staff members find their respective organization at least Effective, while 85% of board members feel this same way.  This amounted to 71% of the participants.  This variance could be for different reasons and were not explored. The overall excellent average is ninety five (95) percent of all Standards items.  

[Figure 2 Here]
The additional questions also revealed some areas where organizations noted they were performing most effectively.  The top areas include Communication & Community and Policy & Accountability, which together amounted to seventy four (74) percent of the respondents. A different question asked what needed improvement within the organization and the top category was Communication, with twenty eight (28) percent.  It is important to note that the participants that listed a Communication & Community area as effective were not the same as those that responded with Communication being an area that needs improvement.  
According to the Standard for Excellence, the combination of the eight standards in an effective way is what makes organizations successful and excellent (Louisiana Association of Nonprofit Organizations, 2007).  There is no single standard that stands above the others and it is consistent with the overall Standards for Excellence philosophy of the combination of all standards having to do with excellence of organizations.

Even though this study found that all eight standards are important, the standards of Communication & Community and Policy & Accountability were expressed by organizations to carry more importance. Based on other information collected and the fact that all of the Standards for Excellence show effectiveness levels, it is worth mentioning that within the Standard for Excellence, Public Affairs and Public Policy carried a higher level of importance with the members of organizations after natural disasters.

While all of the Standards for Excellence are important during time of a natural disaster, the Public Affairs and Public Policy standards should take priority. This will help organizations disseminate information regarding their activities and programs to their constituents as well as existing and potential donors.

Most Common Board Member Competencies of Nonprofits That Perform Well 

The use of the Board Self-Assessment Questionnaire (BSAQ) provided the quantitative data needed to evaluate the various competencies present within the boards of directors.  This 65-item questionnaire yields the competencies board members possess based on the six competencies identified by Chait, Holland, and Taylor (1996). 

This model identifies six behavioral competencies (dimensions) of effective governing boards.  These are subdivided into two major groups: cognitive and affective skills. Cognitive skills are those that deal with the capacity to learn, analyze, decide, and act, while affective skills are process oriented (Chait, Holland, & Taylor, 1993; Chait Holland, & Taylor, 1996).
The four competencies requiring cognitive skills include:

1. Contextual Dimension (Understands Context) – members understand and take into account the norms and culture of the organization. 

2. Educational Dimension (Builds Learning) – the board as a whole takes the necessary steps to ensure its members are knowledgeable in various areas benefiting the organization, profession, roles and responsibilities, and performance. 

3. Analytical Dimension (Recognizes Complexity) – critical discussion results from the acceptance of ambiguity and uncertainty of issues that are complex and subtle.

4. Strategic Dimension (Shapes Direction) – the board assists the organization in envisioning and developing of the direction and shape of the strategic plan. 
The two competencies requiring affective skills are:

1. Interpersonal Dimension (Nurtures Group) – the member nurtures the development of other members as a working group, fosters a sense of cohesiveness, and attends to the board’s collective welfare. 

2. Political Dimension (Respects Process) – it involves the acceptance of the primary responsibility of the need to develop and maintain healthy relationships with significant constituencies. 

While it is understandable that differences exist amongst organizations, these skills may result in more effective board functions and in turn increase organizational effectiveness.  These six dimensions link the board member competencies and the process followed to enhance overall board performance (Chait, Holland, & Taylor, 1993; Chait Holland, & Taylor, 1996). 

[Figure 3 Here]
The nonprofit organizations that participated in the study are considered to be organizations that performed well after the natural disaster, Hurricane Katrina. This is because all of the organizations posses an excellence rate in the Standards for Excellence questionnaire.  There are some predominant competencies identified with the use to the Board Self-Assessment Questionnaire (Figure 3).  Fifty-five percent of the board members questioned possess the characteristics of the Analytical Dimension.  This is a different highest competency from the national average. The national average has a highest competency level of Contextual Dimension with 68% of board members having these characteristics (Chait, Holland, & Taylor (1996).  There is an indication here that the Analytical Dimension is useful following disaster situations in comparison with the national average. 
The organizations’ competencies together show the Analytical competency having the highest score with a 0.55 average.  When synthesizing the organizations, the reason for this can be attributed to the level of situational analysis needed after a disaster.  It can be concluded that the Analytical dimension is the most common competency of nonprofit that performed well in a natural disaster situation.

The Educational and Analytical Dimensions were the two dimensions closer related to the national average.  In all, the results of the dimension averages display organizations that have average scores as they reflect the competencies of effective boards.  The consistency of scores indicates a similarity of qualities across the dimensions of the board members questioned.
[Figure 4 Here]
The next most common competency is the Political Dimension (53.5%, Figure 4).  The Political dimension shows that the board members possess an average level of the skills in the Political Dimension indicating that the members, as a group, have more than half of the qualities required to be considered successful in this dimension.  This is logical considering the skills and competencies behind this dimension, which involve the ability to create and maintain healthy relationships with important constituencies (Chait, Holland, & Taylor, 1993; Chait Holland, & Taylor, 1996).  This coincided with the previous conclusion of the importance of Public Affairs and Public Policy standards. The organizations possessed the competencies needed to be effective organizations.  It is concluded that the Analytical Dimension is the most common competency of nonprofits that performed well in a natural disaster situation followed by the Political Dimension.

Best Board Practices Observed in Situations of Major Disasters

Both sets of instruments (staff and board) included five additional questions to guide the collection of observed data.   The purpose of these five additional questions is to consciously triangulate the finding of the questionnaires in order to establish a method of double-checking and support of those findings.

The LANO Standards for Excellence showed those effectiveness attributes nonprofits should maintain in order to be effective.  In addition to using the LANO standards, the additional questions were created to further examine this area. Observations made through the evaluation of the additional questions also added value to identifying best practices. 
Dissection of the LANO Standards for Excellence indicated that the activities under the Public Affairs and Public Policy standard determined organizational effectiveness after a natural disaster for those organizations studied.  This was also seen with the study of the second and third additional questions.  The two most important activities under this standard were reported as being Public Education and Promoting Public Participation.

Both board member and staff members were asked to identify areas in which their respective board could improve.  Thirty-eight (28) percent of responses reflected a need to improve in communication.  This was a very interesting revelation considering that forty two (42) percent of responding participants agreed that communication is the area their board is operating effectively.  It is evident that the organizations needed to improve even though they are operating in an effective manner.  Twenty-two (22) percent of the responding participants shared that improvements were needed in the area of Human Resources, and another twenty-two (22) percent attested to the need for improving community involvement.  Other responses, encompassing the remaining twenty eight (28) percent, involved cooperation (17%) along with improvements in purpose and vision (11%).

After reviewing the fourth Additional Question regarding topics of interest dealing with boards of directors, some comments pointed to the Public Education theme identified by the Standards for Excellence.  This interest can be summarized by one of the respondent’s answer to the fourth Additional Question displaying interest in “soliciting of sponsors for events” and learning “how to contact action persons in donating organization.”   Other comments involving the interest in the topics of market trends, board member roles, and donations also indicated a general need for promoting public participation as well as educating board members and the public on organizational activities.

Public Education is one of the main concerns for boards in the next five years.  This can be noted in answers involving themes such as community trends, teamwork, recruiting and retaining, and staff/board member development.  The concern surrounds the education of the public as well as those more involved with the organization.  Public Education and Promoting Public Participation were found to be of extreme importance to organizations.  These two areas were in line with the answers dealing with the effectiveness of organizations, which revealed the themes of Communication, Community, and Public Policy as being factors for the effectiveness of organizations.

[Figure 5 Here]
After the review of the Standards for Excellence and the Additional Questions, it was noted that public education is of very importance to the effectiveness of organizations.  It is of best practice to maintain a high level of awareness and involvement in educating the public on organizational issues.  Public participation is also a best practice.  This was mainly seen with the answers to the Standards for Excellence as well as interest of topics to learn more about from the additional questions. 

The Public Education and Promoting Public Participation were scored perfectly by all organizations further supported the importance of public affairs policy and activity.  Overall, it is concluded that good public awareness is the key to the effectiveness of organizations.
Conclusion

In conclusion, it was found that Public Affairs & Public Policy is the standard that greatly helps organizations to be effective.  It was noted that the Analytical Dimension is the most common competency of nonprofits that perform well in a natural disaster situation.  The review of the Standards for Excellence and Additional Questions revealed a theme around Public Education and Promoting Public Participation as best practices for the organizations.  The themes of Communication, Community, and the Public were seen throughout the analysis of the three research questions, which indicated a high level of importance in these areas for the organizations studied.
[Table 2 Here]
The conclusions suggest a model for development of nonprofit boards of directors to enhance their preparedness and thereby effectiveness during regular operation and in times of disaster. The areas to be considered are organization performance measures, performance measurement processes, board member competencies, and best practices.  

Boards of directors of nonprofit organizations should set the minimum standards for excellence the organization must maintain in the various areas. The board members should determine the priority of their various programs in order to create performance measures. For instance, this study found that public awareness is a key factor to organizational effectiveness after natural disasters; therefore, the minimum requirement for this performance measure should reflect the importance of this measure.

The board of directors should create the means of measuring the performance of the organization and the process that needs to be followed. For instance, here the organizations can use the Standards for Excellence and the additional questions to determine how the organization is doing in regards to effectiveness. The board members should set a schedule for these and all other evaluations and create the process that may best suit the board and the organization. 

The review of performance should also be prioritized. The organization leaders must decide how often a full review is needed and follow that with the review of the lowest scoring standard(s) on a more frequent basis. After the creation of the performance measures and the process, the board should develop the means for improving and maintaining the performance measures in order to remain effective and provide the products and services the organization mission and vision represent.  

[Figure 6 Here]
The board members’ competencies in a nonprofit organization should be diverse in nature and represent scores relatively comparable to national standards as well as those represented in this study, which show the diversity of some organizationally effective nonprofits. The board of directors should determine an acceptable score for each competency for the group as well as the acceptable range around that mean. Each organization is different; therefore, after conducting a self study of the current organization may be necessary in order to create realistic customized goals for the board competencies. 

As with performance measures this area of the board should be reviewed and a process created. Once the initial assessment is conducted, it may be a simple matter of assessing incoming board members to make sure the distribution of competencies remains at an effective level. Another way to do this may be to have board member candidates assessed prior to taking a seat on the board and selecting the member that best matching the exiting members. The BSAQ can be administered here to incoming board members to ensure the diversity sought within the board is maintained. 

The analytical competency was found herein to be the most common competency of the participating boards. As with prioritizing the standards, the competencies should also be set in priority and expectations. This will help the organization create a board that is composed of the competencies that are needed for their strategic planning for future years. Maintaining the level set by board members is important since this is part of the equation for organizational effectiveness. 

The board of directors and leaders of the organization should develop a culture of incorporating and adapting best practices into the organization. The best practice identified herein is that of public awareness. Obviously, there are various means of accomplishing this; therefore, each individual organization should develop performance measures around this best practice and create a process for its execution and evaluation in order to have the best customized practices that are unique to the organization. 
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Table 1. Do you consider your current board’s effectiveness as being very ineffective, ineffective, effective, or being very effective?

	 
	Very ineffective
	Ineffective
	Effective
	Very effective

	Staff Totals
	1
	2
	4
	0

	Staff Percentages
	14%
	29%
	57%
	0%

	 
	
	
	
	 

	Board Member Totals
	1
	0
	5
	1

	Board Member Percentages
	14%
	0%
	71%
	14%

	 
	
	
	
	 

	Combined Totals
	2
	2
	9
	1

	Combined Percentages
	14%
	14%
	64%
	7%


Table 2. Data Results as related to Research Questions

	Instrumentation
	Question #1
	Question #2
	Question #3

	Board Self-Assessment
	
	Analytical
	

	Standards for Excellence
	Conflict of Interest and Public Affairs & Public Policy
	
	Public Education and Promoting Public Participation

	Additional Questions
	Communication & Community and Policy & Accountability
	
	Public Education


Figure 1. Standard for Excellence Study Results
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Figure 2. In what areas do you perceive your board as operating most effectively?
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Figure 3. BSAQ National and Study Averages showing Analytical Competency as the Study’s Highest Score
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Figure 4. Analytical and Political Averages of National, Study, and Organizations
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Figure 5.  Breakdown of Items Composing the Public Affairs and Public Policy Standard for Excellence
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Figure 6. Best Practice Identification and Development Model
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