





ORIENT LAND TRUST

Resolution No. 2010-06
CONCERNING BOARD DEVELOPMENT STRATEGY

Effective April 17, 2010

WHEREAS, the Orient Land Trust (OLT) Board of Directors (Board) has provided
direction and responsibilities to the Board Development Committee (BDC) in a motion on
May 14, 2005 and by Resolution 2010-01 approved January 16, 2010;

WHEREAS, the OLT Bylaws provide for the granting of duties to various committees of
the full Board;

WHEREAS, the Board understands that it is not necessary or required that the Board
approve the attached Strategy to Identify and Attract New and Diverse Board Members (Board
Development Strategy), which includes the board position description approved January 16,
2010, forms of evaluation for existing and exiting board members, board development checklist,
interview questions for prospective board members, and a grid for analyzing the board’s makeup,
all developed by the BDC for its use in carrying out its duties and responsibilities; and

WHEREAS, the Board believes it is in its best interest and in the best interests of OLT
for the entire Board to approve this Strategy because it involves the entire board and tasks to be
undertaken by the entire board about itself;

RESOLVED, that the Board approve the attached Board Development Strategy and
commit to its implementation.

Dan Jones, Chair Date

ATTEST:

Barbara Tidd, Secretary Date
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Orient Land Trust
Strategy to Identify and Attract New and Diverse Board Members
(Strategy for New Board Members)

Summary

The Land Trust Alliance (LTA) recommends creating a strategy to identify and attract new and
diverse board members. LTA addresses this in Standard 3: Board Accountability and Practice 3b:
Board Accountability suggests that “The board is of sufficient size to conduct its work effectively.
The board is composed of members with diverse skills, backgrounds and experiences who are
committed to board service. There is a systematic process for recruiting, training and evaluating
board members.”

Background

OLT has established a quantifiable process for evaluating its current board makeup so that it can
in turn identify gaps in diversity of age, ethnicity, background and experience. This information
establishes criteria for completing a grid which identifies gaps — and thus preferences —in
identifying candidates for the board. This grid is applied to the guidelines for attracting new
board members identified later in this strategy. The process is ongoing and circular: Evaluation
(step 1) leads to identifying (step 2) which becomes the basis for recruitment (step 3), and
subsequent election and training (step 4) of new board members.

In addition to desiring candidates with strengths in land conservation, OLT is unique in needing
candidates familiar with resort operations and naturism. OLT operates a clothing optional
recreational facility — Valley View Hot Springs (VVHS). Discussion of naturism is necessary when
interviewing candidates. Familiarity with naturism is imperative to the success of board
members. OLT has placed a deed restriction on the VVHS parcel which includes the language,
“‘Naturist Use’ is defined for this restriction as allowing the practice of clothing optional
communal nudity in a non-erotic setting, with a commitment to inclusiveness and diversity, and
without discrimination based on race, age, gender, sexual orientation, religion, lifestyle or socio-
economic background. The purpose of preserving the naturist culture is to encourage body
acceptance, self-respect, respect for others, and caring for the environment. The Hot Springs
Parcel provides a pristine, rustic and peaceful setting in which to enjoy the benefits of a naturist
lifestyle including feelings of physical, spiritual, and psychological well-being, as well as a sense
of freedom and relaxation.”

Goal

The goal of this Strategy is to develop and maintain a healthy, productive and diverse Board of
Directors (BoD) through identifying and recruiting quality directors that can manage the
professionalism and time demands of the position. By establishing a clearly-stated expectation
of the position and through careful recruitment and selection, the likelihood of adding an
ineffective director is minimized. A strong and diverse board provides a number of benefits
including:



Strategy for New Board Members 2010-01-29

e Community credibility by having board members present in a variety of communities in
order to represent the organization

e Board diversity increases the organization’s effectiveness to govern by having a number of
areas of expertise and experience represented

e Potential conflicts of interest decrease when there is a diverse board with a variety of
backgrounds and interest

e 501(c)(3) tax-exempt status is protected since the Internal Revenue Service examines a
board to ensure it is representing broad-based and public interests and isn’t representing a
minority or the financial interests of a small donor group

Implementation

The Board Development Committee (BDC) of OLT is responsible for implementing the
procedures set forth in this strategy. The BDC’s directive in these matters was approved by the
BoD May 14, 2005, “Board Development Committee’s authorization and responsibility to
include: continually recruiting board members; new board member orientation, including
creating packets for new board members; refinement and revision as the committee deems
appropriate of the current board position description; and board meeting programs and training
for board development.” This directive was updated by the BoD January 16, 2010 to include the
self-evaluation of existing board members.

Strategy to Identify and Attract New and Diverse Board Members
1. Current Board Evaluation

Each July, following the annual meeting when new directors are elected, the BDC updates
the Board Grid for existing directors. (see attached) The grid identifies the strengths of the
current BoD and shows gaps in demographics, gender, ethnicity, expertise and culture. This
becomes the basis for the BDC to use in implementing the procedures for identifying future
board members.

Each September, board members fill out a Self-Evaluation (see attached) which is
administered by the Chair of the BDC who then randomizes the responses and presents
them to the entire BoD in executive session for discussion. Through the self-evaluation
process issues needing improvement are identified and discussed.

The BDC updated and approved Board Grid as well as the compiled Self-Evaluations of board
members are included in the confidential meeting packet for the October quarterly meeting
of the OLT BoD. In addition to discussion of these two items, the entire board completes the
Board Development Checklist (see attached). Review and discussion of the questions
facilitates sharing of information so the entire BoD is aware of current practices. Gaps are
identified and subsequently addressed by the BDC. Through this process the entire board,
along with the Executive Director (ED) has recurring input into key organizational questions
such as the effectiveness of the size of the BoD, the success of ongoing planning and the
relationship between directors and staff.
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Additionally, exiting directors are asked to fill out an Exiting Evaluation (see attached) which
provides insight to the BDC in identifying strengths and weaknesses within the BoD. This
information is shared with the entire BoD in executive session in order to preemptively
address concerns with current directors as well as learning from past errors.

Identifying Future Board Members

The BDC annually reviews and updates the Board Grid in order to add or delete criteria
which may have changed in the past year pertaining to the makeup of the BoD. This is done
following the July annual meeting when the BDC will convene for this purpose as well as to
update the Board Grid based on newly-elected directors. Gaps in the board makeup are
identified and a profile of attributes to seek in board candidates is created and utilized in the
recruiting process.

Recruiting Directors for the Board of Directors

The starting point for successful recruitment is having a comprehensive Position Description
for Directors (see attached). This job description is reviewed regularly by the BDC for
accuracy in content and current practices. It was most recently updated and approved by
the BoD on January 16, 2010. Following are the variety of ways in which future directors are
recruited.

e Word of Mouth, General. Having identified desirable attributes for board candidates, the
BDC shares this information with the full board as well as the ED. The ED disseminates
this information to staff. Everyone, in their day-to-day lives is then an effective
mouthpiece for the BoD in promoting director vacancies.

e Word of Mouth, Targeted. Directors and the ED are regularly in contact with local
businesses, local government agencies and jurisdictional agencies of the state and
federal government. Acquaintance is maintained with local landowners in order to
educate them on the conservation easement process. Through this networking potential
directors are identified. Resort staff is in regular contact with guests of the hot springs
operation and can further identify possible candidates for directorship. It is through
targeted word of mouth that advisory-capacity individuals are sought for positions per
the OLT bylaws. These advisors are from government agencies and specific industries
whose expertise will be beneficial to board knowledge and/or community relations.

e Website. OLT maintains a website page for volunteer recruitment and utilizes this area
for current and upcoming vacancies on the BoD. The Position Description is posted here
along with a comprehensive list of board committees

e Media. As stand alone or in conjunction with other Public Service Announcements
(PSAs) submitted to local radio and newsprint media, the BDC may advertise for
directors.

e Member Solicitation. Notice is regularly made through print and electronic newsletters
of vacancies on the BoD. OLT members have a love for and dedication to the land which
means committed directors. Members come from broad geographic areas and diverse
backgrounds.
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e Committee. All the above means are also utilized to recruit volunteers to serve on
committees. Committee volunteers become involved with and learn about the functions
of the BoD and, where appropriate, are then encouraged to apply to the BoD.

Interested persons are encouraged to contact the BDC Chair for further information. As
spelled out in the Position Description, once an individual determines that s/he wants to
apply for nomination, they attend a minimum of one BoD meeting. If s/he is not already
serving the organization in an advisory capacity or through committee participation it is
suggested s/he join a committee in order to better understand the working structure of the
organization.

When ready, applicants submit a letter of intent and a resume to the BDC chair as an official
application to become a director. The BDC chair shares this application with the committee
which in turn screens and discusses it in committee. A decision is made about whom to ask
for an interview and interviews are then conducted, by the full committee, with each
applicant. Interview Questions (see attached) which are periodically updated by the BDC are
the primary questions asked during this interview. The 20-30 minute interview is concluded
by asking the candidate if s/he has questions. Finally, the committee discusses and votes on
whether to recommend the candidate to the full BoD for election to the board.

Training of Newly-Elected Directors

After the BDC determines it will recommend an individual for election by the full BoD, the
BDC Chair contacts the applicant and informs him/her of the BDC decision. Questions are
answered for the applicant and s/he reviews the upcoming meeting calendar. The applicant
is supplied, by the Board Secretary with the following three documents to read.

e Board and Officers Acknowledgment (to be signed at least annually) — pledge to conduct
organizational and land protection activities under the highest professional standards
and according to LTA Standards and Practices

e Acknowledgment Concerning Policies Governing Conflict of Interest and Confidentiality
and Conflict of Interest Disclosure (to be signed at least annually)

e Acknowledgment Concerning Statement of Values and Code of Ethics (signed once)

Once the prospective board member has indicated his/her intention to sign these
documents if s/he is elected to the BoD, the Board Secretary provides the applicant with a
New Board Member packet. This packet contains comprehensive materials relating to the
organization and the director-elect is encouraged to study the material prior to his/her
election. There is no confidential or Executive Session material contained in the packet. The
candidate also receives the public meeting packet when it is distributed prior to the
meeting. A full meeting packet is prepared to give the director once s/he has been elected.

Director elections are placed at the beginning of the agenda for the next regularly-scheduled
guarterly meeting so that the director can participate in that meeting. During breaks and
following this meeting the Board Chair and all directors make a concerted effort to reach out
to the new director in order to make him/her feel welcome and part of the board. Where
there are gaps in the knowledge of history of actions being considered, the new director is

4
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given complete details and perspective. Newly elected directors are encouraged to solicit
such information from multiple directors in order to gain a broader perspective.

At the new director’s first meeting, a director from the BDC will volunteer to be a mentor
and should no one step forward, the BDC Chair will serve as mentor. The mentor will, at
minimum, reach out by phone to the new director at least once in the month following this
meeting to answer questions and provide additional historic information. Throughout the
process the new director is encouraged to ask questions.

In most cases, a new director will already be serving on a committee. If for any reason s/he
is not, a committee role will be encouraged after his/her election.



Orient Land Trust Board of Directors Grid

Board Member Name

Harold

Dan

Mike

Doug

Vacancy

Vacancy

John

Marilyn

Paul

Candidate

Year Term Expires

2010

2010

2010

2011

2011

2011

2012

2012

2012

Year First Elected to Board

Applying for Another Term?

Demographics

21-30

31-40

41-50

51-60

61-70

70 +

Location

Denver

Denver

Denver

SLvV

Denver/SLV

Denver

Longmont

Gender & Ethnicity

Gender

African-American

Caucasian

Latino

Asian

Native American

Giving Potential

High ($1,000+)

Medium ($200-999)

Low ($25-199)

Time (hours/week)

Expertise & Skills

Agriculture/Ranching

Natural Resources

Environment/Ecology

Financial Operations

Investing

Fundraising

Legal Expertise

Nonprofit Management

Land Management
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Board Member Name

Harold

Dan

Mike

Doug

Vacancy

Vacancy

John

Marilyn

Paul

Candidate

Real Estate

Land Trust/Conservation

Education

Technology

Resort Operation

Media/Communications

Government Agencies

Community Outreach

Long Range Planning

Culture

Understanding of Naturism

Embracing of Naturism

Number Years Visiting VVHS

Integrity

Credibility in Community

Credibility with Businesses




Orient Land Trust
Self-Evaluation for Existing Directors

The Board of Directors has asked the Board Development Committee of Orient Land Trust to ask all existing
Board members to execute a self-evaluation, which is provided to the Chairperson of the Board Development
Committee by filling out this form. This process is intended to provide OLT information regarding how to
improve its practices. In keeping with these goals, the Board Development Committee asks you to please take
the time to review the following areas of information and let us know whatever you think will be helpful for us
to achieve our exit interview goals.

Please note that once you have provided this form to the Chair of the Board Development Committee, this
document will be summarized by the Chair and presented, along with results of the same inquiry of other Board
members, to the Board of Directors for consideration under executive session procedures, which will maintain
the confidentiality of your responses so that you may write and speak freely about your experience as an OLT
Board Member.

Your Name: Term served (beginning mo/yr):

l. Why did apply to serve on the Board of Directors? What were your expectations?

Il. On a scale of one to ten with ten being very high, what is your level of stress/burnout from Board
responsibilities? Do you feel assigned too many or too few tasks?

Il. What do you think have been OLT’s greatest accomplishments during your tenure on the Board?

IV. What do you think have been your own greatest accomplishments during your tenure on the Board?
V. What do you think are the OLT Board’s most urgent areas for improvement?
VI. Please name two action items that you feel should be accomplished by the Board in the next year (i.e.,

shorter-term action items).

VII. Please name two action items that you feel should be accomplished by the Board over the next two to
three years (i.e., longer-term action items).



VIll.  What have been the most satisfying aspects of your experience on the Board?

IX. What have been the least satisfying aspects of your experience on the Board?
X. What, if anything, would you change about your experience on the Board?
XI. Do you feel you have received and/or are receiving enough training and support to be an effective

Board member?

XII. Do you feel welcome and appreciated?

XIll. Do you have any concerns with any of the logistics of serving on the Board — travel time, or travel,

lodging, and other expenses?

XIV.  Has your time on the Board failed, met, or exceeded your expectations of being an OLT Board member?

XV. Do you have adequate time to be an effective Board member?

XVI.  Please share anything else you think is important for us to know. Please also let us know if there is
someone you recommend who would be a good addition to the Board, either now or in the future.

Signature:

Date:




Board Development Checklist

Instructions: Evaluate board and set forth performance goals. Board and staff should discuss and rate the
following checklist. Objectivity and open communication will yield better results.

Need

Have

Improve

Checklist Questions

Do you have an established method for selecting new board members?

Is the recruiting process active and on-going?

Are prospects invited to a board meeting to observe?

Is there a process for welcoming guests?

Do you have an orientation process?

Are prospects informed of the duties of the board?

Do present board members understand their duties?

Does your board know they are legally responsible for the organization?

Is board familiar with the structure of the organization?

Is board familiar with the functions and services of the organization?

Do board members gain firsthand experience of the organization's
operations/services at least once per year?

Does the board have an annual planning process?

Is the number of board members established in your bylaws?

Does the board membership properly represent diversity?

Do board members serve for a specific period of time?

Are they recognized when they have finished their service?

Are the meetings well managed?

Are the attendance rates high?

Is there a structure in place to support good attendance?

Does the board have a procedure to call upon absent members?

Do board members receive an agenda and materials at least ten days in
advance of the meeting?

Are the board members prepared?

Are financial and organizational reports presented at board meetings?

Does the board have a system for minute taking and record keeping?

How does the board evaluate organizational and board performance?

Does the board follow-up on “old” business?




Need

Have

Improve

Checklist Questions

Does the board have a set of job descriptions for members and officers?

Is the board's working relationship with staff clearly defined?

Does the board understand its role and the role of staff and management?

Do board members understand the full expectations for quality service?

Is the board able to manage conflict and differences of opinion?

Does the board evaluate the organization's policies, streamlining and
securing the organization so that it remains vibrant, not bureaucratic?

Do board members contribute to the effort of the organization?

Do board members participate in promoting the organization in the
community?

Do board members value their role in establishing the organizational
"culture"?

Can the board effectively deal with poor organization performance?

Does it recognize good performance?

Does the board review the organization's mission each year?

Does the board encourage leadership development?

Does the board contribute value/skills to the mission?

Does the board celebrate accomplishments/milestones?

Does the board have fun?




Orient Land Trust
Self-Evaluation for Exiting Member of the Board of Directors

The Board Development Committee of Orient Land Trust conducts a two-part exit procedure for all outgoing
Board members. The first part is a review of the outgoing Board member’s self-evaluation, which is provided to
the Board Development Committee by filling out this form. The second is an exit interview, if desired by the
outgoing Board member (see below). With an effective exit program, OLT will be able to learn from the
experiences of departing Board members and gain an opportunity to improve its practices accordingly. In
keeping with those goals, we would like to capture your ideas for improvement, pinpoint potential action
opportunities for the Board, and take the time to thank you for involvement on the OLT Board. To that end,
please take the time to review the following areas of information and let us know whatever you think will be
helpful for us to achieve our exit interview goals.

Please note that once you have provided this form to the Chair of the Board Development Committee, he or she
will contact you to schedule an interview, either in person or on the telephone, to follow up with you regarding
your responses to these inquiries. This interview will be summarized by the Chair and presented, along with this
form, to the Board of Directors for consideration under executive session procedures, which will maintain the
confidentiality of your responses so that you may write and speak freely about your experience as an OLT Board
Member. Thank you again for your service.

Outgoing Board Member: Term served (mo/yr to mo/yr):

l. Why did you leave the Board of Directors?

Il. On a scale of one to ten with ten being very high, what was your level of burnout from Board
responsibilities? Did you feel assigned too many or too few tasks?

Il. What do you think were OLT’s greatest accomplishments during your tenure on the Board?

IV. What do you think were your own greatest accomplishments during your tenure on the Board?
V. What do you think are the OLT Board’s most urgent areas for improvement?
VI. Please name two action items that you feel should be accomplished by the Board in the next year (i.e.,

shorter-term action items).

VII. Please name two action items that you feel should be accomplished by the Board over the next two to
three years (i.e., longer-term action items).



VIIl.  What were the most satisfying aspects of your experience on the Board?

IX. What were the least satisfying aspects of your experience on the Board?

X. What, if anything, would you change about your experience on the Board?

XI. Do you feel you received enough training and support to be an effective Board member?
XII. Would you consider serving on the Board again? If so, when?

Xlll.  Did you feel welcome and appreciated?

XIV.  Did any of the logistics cause you to depart the Board — travel time, or travel, lodging, and other

expenses?
XV. Did you have adequate time to be an effective Board member?
XVI.  Please share anything else you think is important for us to know. Please also let us know if there is

someone you recommend who would be a good addition to the Board, either now or in the future.

Signature:

Date:
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Board of Directors Position Description

Every July, at least three seats open on the Orient Land Trust (OLT) Board of Directors.
We solicit applicants with interest and time to fill these positions. Any individual who is
interested in serving on the Board of Directors is strongly encouraged to attend at least
one board meeting in advance and applicants are usually asked to serve on a
committee prior to joining the full board of directors. The Board is legally and fiscally
responsible for the organization. It sets policy, establishes goals and budgets, and hires
and monitors the performance of the Executive Director. Board member responsibilities
include:

Linking OLT and its membership

Policy and decision-making at the board and committee levels. Members are
required to participate in a minimum of one committee which conducts one hour
phone conferences 4-8 times per year as well as email discussions.

Assuring Executive Director performance

Attending day-long quarterly board meetings on the third Saturday of January, April,
July, and October. Meetings are currently held at or near OLT. The July meeting is
the annual meeting at which the election of officers takes place. Occasional phone
conversations and special session meetings may be held by phone or on the
Sunday following a regularly-scheduled board meeting.

Representing OLT knowledgeably in the community

Assisting OLT in gaining community support by exercising personal and professional
contacts whenever possible and appropriate

Accepting leadership position(s) on the Board and committees as experience and
time allow

Contributing financially according to ability to give

Participating in fundraising efforts

Timely communication of board issues via email

Board members sign the following acknowledgments when elected:

Board and Officers Acknowledgment (to be signed at least annually) — pledge to
conduct organizational and land protection activities under the highest professional
standards and according to LTA Standards and Practices

Acknowledgment Concerning Policies Governing Conflict of Interest and
Confidentiality and Conflict of Interest Disclosure (to be signed at least annually)
Acknowledgment Concerning Statement of Values and Code of Ethics (signed once)
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One-third of the directors are elected for terms of three years at the annual meeting
each July. Board members are volunteers. Qualifications of competitive directors may
include, but are not limited to:

e Commitment to conservation, land protection

e Support and promote the mission of OLT

e Familiarity with Orient Land Trust property and naturism

e Experience with nonprofit organizations, particularly land trusts or conservation-
related organizations

e Successful fundraising experience

e Public and community relations experience

e Reliable access to email and the Internet

e Legal expertise

e Experience or strong interest in biology, ecology, ranching, geology, hydrology

e Financial management expertise

e Real estate expertise

OLT Directors serve on a volunteer basis and receive the following benefits as part of
their service to the organization:

e Mileage reimbursement when traveling to quarterly board meetings (many board
members choose not to exercise this option).

e No overnight fee at OLT is charged when staying on the Friday and Saturday of
board meeting weekends. You are charged the accommodation fee only.

e Lunch is provided during board meetings.

e Travel expenses and registration to relevant educational seminars pre-approved by
the Board Chair and Executive Director and within the organization’s budget are paid
by OLT.

If you're interested, please submit a letter of interest and resume to the Board
Development Committee, Orient Land Trust, PO Box 65, Villa Grove, CO 81155 or email
to Board Development Committee in care of info@olt.org. Please highlight your
experience with nonprofits (including volunteer boards), fundraising, finance, committee
work, volunteerism, familiarity with OLT, your interests and expertise, and why the board
would want you as its newest member.



Board Development Committee Interview Questions

Interview questions to be used with applicants to the Board of Directors

10.

11.

What is your understanding of our Mission Statement?

What is your understanding of the relationship between a working board of directors and
the executive director?

What do you see as the biggest strength you would offer to the board?
Will you have the time and means to attend four day-long board meetings per year?
Will you be able to commit to committee involvement? Which committees interest you?

What is your perspective on the relationship between Valley View Hot Springs and Orient
Land Trust?

What passions do you have that will tie in with OLT?
Do you serve on other boards? Volunteer? Non profit?
What is your time availability for serving OLT?

What is your previous attendance at Valley View — for how many years have you been
coming and how frequently do you visit?

What is your personal level of comfort with nudism? With a clothing optional resort?





