




Thank you for investing in your 
professional development as a 
board member! 
Toolbox Series No. 2: Balancing Board 
Roles will help your board eliminate 
a major governance dysfunction—
the confusion between the three 
board hats: Governance, Volunteer, 
and Participant.
ECFA is pleased to provide the Tool-
box Series and other resources for 
your education and enrichment as a 
board member—called by God—to 
protect and advance the ministry of 
your organization. May God grant 
you wisdom as you steward His 
work.

Dan Busby
President
ECFA
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User Notes:

View
Whether you’re viewing this video at a board meeting 
or on your own, thanks for investing time in sharp-
ening your governance competencies! This video 
highlights just one segment of the dozens of best 
practices that boards must master. You may want to 
stop the video several times and dig deeper into each 
of the three board member hats—or just watch the 
entire video in one sitting. Enjoy!

Inspire
You may be a new board member or a founding 
board member. Thank you for responding to God’s 
call to steward your important ministry! As you 
invest time in praying and reflecting on balancing 
board roles, be intentional about INSPIRING other 
board members and staff to also focus on good 
governance. Don’t wait to be inspired by others—
inspire them!

Engage
Imagine the potential…when board members of 
Christ-centered ministries and churches are highly 
engaged, faithful, and fruitful in their governance 
roles! Imagine the impact…when board members 
understand and leverage their appropriate roles with 
these three hats: Governance, Volunteer, and Partici-
pant! Why is this important? It’s Kingdom work!

This Toolbox includes:
• DVD
• Facilitator Guide
• 12 Board Member Read-
and-Engage Viewing Guides

HAT #1: GOVERNANCE 3 HAT #2: VOLUNTEER 3 HAT #3: PARTICIPANT 3

B A L A N C I N G  B O A R D  R O L E S

----------------------------------------------------------------------------------------------------

“Christ-centered organizations are God-ordained  
ministries. That means if our faith-based organizations  

did not exist, they would have to be invented.”
DAVID L. McKENNA 

Stewards of a Sacred Trust: CEO Selection, Transition 
and Development for Boards of Christ-centered Organizations

----------------------------------------------------------------------------------------------------
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HAT #1: GOVERNANCE 3 HAT #2: VOLUNTEER 3 HAT #3: PARTICIPANT 3

B A L A N C I N G  B O A R D  R O L E S

As you view the DVD, follow along in this
Board Member Read-and-Engage Viewing Guide.

THE GOVERNANCE HAT
Spiritual Discernment: Nothing More, Nothing Less, Nothing Else

“At the beginning of any leadership discernment process, it is good 
to be reminded to ask for the grace to be indiff erent to matters of 
ego, prestige, organizational politics, personal opinion, personal 
advantage or even ownership of a pet project.  We ask God 
for the grace to desire His will—nothing more, nothing less, 
nothing else.”

RUTH HALEY BARTON
Pursuing God’s Will Together: A Discernment Practice for Leadership Groups

advantage or even ownership of a pet project.  We ask God 
for the grace to desire His will—nothing more, nothing less, 

Pursuing God’s Will Together: A Discernment Practice for Leadership Groups



In-the-Trenches Board Stories
The Day We Pushed Frank Out the Door…and Off the Board!

Peter Drucker, the father of modern management and a champion of nonprofit 
organizations, once said:

“There is one thing all boards have in common. They do not function.”

You may chuckle at Drucker’s tongue-in-cheek wisdom, but was he describing 
your board?

In this Toolbox Series, you’ll meet Frank, who discovers his real passion—his Volun-
teer Hat, not his Governance Hat. You’ll also learn about a simple tool that clearly 
spells out the Participant Hat expectations for board members—a year in advance.

Why is this so important? Board members must understand and effectively bal-
ance their board roles, so they can then focus on the highest priority board role—
the Governance Hat. When confusion is eliminated over the three hats, then your 
board can devote maximum time to spiritually discerning God’s direction for your 
ministry. If the board doesn’t take time to hear from God—who will?

Now, as you view the video and assess your board’s effectiveness using this 
Read-and-Engage Viewing Guide, pray for wisdom and insight. Pray that all board 
members will discern God’s calling to use and leverage their spiritual gifts, their 
strengths, and their passion for Kingdom advantage!

Hat #1: GOVERNANCE 

The Governance Hat should be worn only in board meetings. The first step in 
balancing board roles is to clearly address what “governance” is and what it is not.
So let’s be crystal clear here:  When board members serve in volunteer roles, that is 
not governance.

BoardSource®, one of the leading organizations worldwide focused on board 
effectiveness, lists ten basic governance responsibilities of nonprofit boards:1

 1. Determine mission and purpose.
 2. Select the chief executive.
 3. Support and evaluate the chief executive.
 4. Ensure effective planning.
 5. Monitor and strengthen programs and services.
 6. Ensure adequate financial resources.
 7. Protect assets and provide proper financial oversight.
 8. Build a competent board.
 9. Ensure legal and ethical integrity.
 10. Enhance the organization’s public standing.

1 Reprinted with permission from www.boardsource.org. BoardSource, formerly the National Center for Nonprofit Boards, 
is the premier resource for practical information, tools, and training for board members and chief executives of nonprofit 
organizations worldwide. For more information about BoardSource, visit www.boardsource.org or call 800-883-6262. 
BoardSource © 2012. Text may not be reproduced without written permission from BoardSource. 7



Christ-centered board members will define these 
roles and responsibilities with additional insight 
especially as they spiritually discern God’s direction 
for their ministries. David L. McKenna says there are 
five distinctives of Christ-centered boards:

• Distinctive #1: A Common Christian Faith. Differ-
ent from secular boards, Christ-centered boards are 
“involved in prayerful intercession and act in faith 
and in integrity.”

• Distinctive #2: A Statement of Christian Faith. 
This provides the “values and theological framework 
for all decisions made by the board.”

• Distinctive #3: A Christian Worldview. “The focus of a Christ-centered organiza-
tion, therefore, is to seek to accomplish the Great Commission as outlined in the 
Bible.”

• Distinctive #4: A Maturing Fellowship. Christ-centered boards create “a climate 
for personal, professional and spiritual growth for every employee of the ministry.”

• Distinctive #5: An Accountability to God as Stewards. Acknowledging that 
God is the owner, “the board member’s actions, plans, and policies are ultimately 
responsible for reflecting God’s will for the organization.”

Q: As you review your governance documents, are the roles and responsi-
bilities (the job description) of your board members crystal clear? Do they 
address the Governance Hat distinctives of stewarding a Christ-centered 
organization?

“When asked what they would do differently,
retired CEOs most often say,

‘I would give more time to developing the board.’”
DAVID L. McKENNA

HAT #1: GOVERNANCE 3 HAT #2: VOLUNTEER 3 HAT #3: PARTICIPANT 3

B A L A N C I N G  B O A R D  R O L E S



The Governance Hat: Effectiveness Self-Assessment

How strongly do you disagree . . . or agree with the following statements?

1. We invite spiritually discerning and governance-savvy people to 
consider board service—but we don’t propose marriage on the first 
date! (See Toolbox Series No. 1: Recruiting Board Members.)

2. We annually review our mission statement and ensure that 
there is alignment with our goals and primary and supporting 
customers.

3. We faithfully pray for and support our CEO and hold him or her 
accountable for agreed-upon annual results. We also conduct 
an annual CEO evaluation that includes affirmation and helpful 
feedback.

4. In our organizational annual planning process, we seek to hear 
God’s voice and spiritually discern His direction. We also “own the 
strategy.”

5. We focus on Kingdom results and monitor the effectiveness 
of our programs, products, and services. We measure spiritual 
impact.

6. We protect the legal, financial, and spiritual integrity of our 
ministry. We are diligent in our governance oversight, especially 
in the financial and risk management areas. With God’s help, we 
strive for sustainability.

7. As stewards accountable to God, we continually grow our 
governance competencies. We are a “learning board.”

8. Add one more disagree . . . agree statement here—and circle your 
answer:

HOW STRONGLY DO YOU AGREE OR DISAGREE WITH THESE STATEMENTS?
1 Strongly Disagree | 2 Disagree | 3 Neither Agree Nor Disagree | 4 Agree | 5 Strongly Agree

CIRCLE
YOUR

ANSWER

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

Q: What could we do in the next 90 days to become even more effective when 
wearing our Governance Hats?

“Boards don’t need to hear how busy the CEO is—
they need to hear about results.”

J I M  B R O W N 
 The Imperfect Board Member: Discovering the  

Seven Disciplines of Governance Excellence
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THE VOLUNTEER HAT
Spiritual Gifts: We Are Wired to Accomplish Ministry Tasks

“God has created and designed us with a purpose in mind. 
We are ‘wired’ to care about some things more than others. 
We have been given spiritual gifts to competently accomplish 
ministry tasks. We have also been designed with a personal 
style of relating to others and the world around us. 
We have been given a passion.”

BRUCE BUGBEE
What You Do Best in the Body of Christ:
Discover Your Spiritual Gifts, Personal Style and God-Given Passion

HAT #1: GOVERNANCE 3 HAT #2: VOLUNTEER 3 HAT #3: PARTICIPANT 3

B A L A N C I N G  B O A R D  R O L E S
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HAT #2: VOLUNTEER

If you need a board member—recruit a board member.
If you need a volunteer—recruit a volunteer.

The video episode, “The Day We Pushed Frank Out the Door…and Off the Board,” 
illustrates where board dysfunction often begins. Frank had high passion for his Vol-
unteer Hat role—which he mistakenly assumed could only be assigned to a board 
member. Frank had zero passion for his Governance Hat role.

The best boards carefully separate Volunteer Hats from Governance Hats by affirm-
ing these two principles:

PRINCIPLE 1:  Only the board can govern, while many can volunteer.

Bruce Bugbee, author of What You Do Best in the Body of Christ, asks, “Why are you 
doing what others can do, when you are leaving undone what only you can do?” 
Board members are directly accountable to God for the ministry. To spiritually discern 
God’s direction takes time. Only the board can set direction, establish and revise 
policies, select and support the CEO, and monitor and measure results (see page 7). 
That takes time.

So with God’s leading, boards must recruit competent men and women for board 
service—especially those who have passion for good governance. And good gover-
nance takes time and often leaves little or no time for other volunteer roles.

PRINCIPLE 2:  Volunteering is optional. But volunteer service must be passion-
based, and aligned with a volunteer’s spiritual gifts and strengths.

At the end of every board meeting, a CEO might say:

“Just a reminder…I need 50 key volunteers this year. If you have the passion, 
spiritual gifting, and strengths to tackle a volunteer project, then let’s talk. Of 
course, your volunteer role is separate from your governance role—and every 
board member need not be a volunteer. But if you do volunteer, please remove 
your Governance Hat when wearing your Volunteer Hat!”

Q: Are we crystal clear about the differences between the 
Governance Hat and the Volunteer Hat?

“Time is the scarcest resource and unless
it is managed nothing else can be managed.”

P E T E R  D R U C K E R
11



HAT #1: GOVERNANCE 3 HAT #2: VOLUNTEER 3 HAT #3: PARTICIPANT 3

B A L A N C I N G  B O A R D  R O L E S

ONLY THE BOARD CAN GOVERN,
WHILE MANY CAN VOLUNTEER.



How strongly do you disagree  . . . or agree with the following statements?

1. We are crystal clear—when recruiting new board members—
that the Volunteer Hat is optional for board members and volun-
teer service must be passion-based, and aligned with a volunteer’s 
spiritual gifts, strengths, and “social style.” 

2. We have written board policies and/or protocols that carefully 
define the reporting relationship for board members when they 
volunteer in the organization. (Read The Imperfect Board Member, 
by Jim Brown)

3. During a board meeting, when a zealous board member inap-
propriately brings a Volunteer Hat situation or problem to the 
table, our board chair graciously moves the discussion back to 
the agenda and true Governance Hat topics.

4. We know and leverage the spiritual gifts of our CEO and board 
members, especially as they wear the 3 board hats. (Read 
Romans 12, 1 Corinthians 12, Ephesians 4.)

5. We know and leverage the God-given strengths of our CEO and 
board members. (Visit strengthsfinder.com.)

6. We know and leverage the preferred “social style” (relational 
comfort zones) of our board members. (For more on social styles, 
visit tracomcorp.com or you may prefer other similar assessments 
like Myers-Briggs®, DiSC®, etc.)

7. We expect board members to give the best of their hearts, 
minds, passion, and time to their Governance Hat roles first.

8. Our CEO regularly communicates the 3 Hats concept to our 
staff and volunteers so they do not hold erroneous or unrealistic 
expectations about board member roles.

9. At least annually, we review our board’s committee structure to 
ensure that our committees are focused on governance work, not 
on staff or volunteer work.

10. We realize that from time to time, we may need to give per-
mission for people to exit the board in order to pursue a greater 
passion: their Volunteer Hats.

11. Add one more disagree . . . agree statement here—and circle 
your answer:

CIRCLE
YOUR

ANSWER

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

HOW STRONGLY DO YOU AGREE OR DISAGREE WITH THESE STATEMENTS?
1 Strongly Disagree | 2 Disagree | 3 Neither Agree Nor Disagree | 4 Agree | 5 Strongly Agree

The Volunteer Hat: Effectiveness Self-Assessment
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THE PARTICIPANT HAT
Pursue Discipleship—Motivation Will Follow

“Sustaining motivation is better understood as a by-product 
as opposed to a goal in itself. It is my experience that if you 
pursue discipleship with volunteers, motivation will follow. 
If volunteers see the fulfi llment of their role as ‘obeying 
and serving God’ rather than serving you or your 
organization, it will cause motivation to swell.”

AL NEWELL
High Impact Volunteer Ministry Development
www.newellandassociates.com

HAT #1: GOVERNANCE 3 HAT #2: VOLUNTEER 3 HAT #3: PARTICIPANT 3

B A L A N C I N G  B O A R D  R O L E S

If volunteers see the fulfi llment of their role as ‘obeying 



HAT #3: PARTICIPANT

The best boards communicate their Participant Hat 
expectations to current and new board members 
with a simple tool, The Board Member Annual Affir-
mation Statement.

Which scenario describes your board’s experience?

q Scenario 1: Hinting. A week before the work day or walk-a-thon, your CEO or 
board chair hints that it would be helpful if board members participated.

q Scenario 2: Whining. After the work day or walk-a-thon, your CEO or board chair 
whines that it would have been helpful if more board members had participated.

q Scenario 3: Affirming. At the beginning of each year, the Board Member Annual 
Affirmation Statement lists the Participant Hat “attendance-required events” and all 
board members affirm their high commitment to participate (or ask to be excused).

Affirming is certainly favored over hinting and whining. For example, new board 
members should know—up front—if hosting a table of 10 at the fund raising 
dinner is a required Participant Hat event. Glossing over their lack of advance 
planning, some CEOs and/or staff members often default to clever guilt tactics 
to prod board members into showing up. That’s inappropriate and unfair—and 
hardly God-honoring!

The solution is simple.

Board members should be informed, up front, of the organization’s realistic 
expectations regarding attendance at ministry events. Effective boards leverage a 
“Board Member Annual Affirmation Statement,” a document signed annually by 
both new and current members that spells out the specifics for all three hats. This 
annual affirmation also adds rich meaning to the spiritual calling of board service 
and inspires high commitment.

• The Governance Hat section delineates governance roles and responsibili-
ties along with an annual calendar of board and committee meeting dates, the 
annual (or every-other-year) board retreat, and other governance-related calen-
dar items, such as board member professional development opportunities.

• The Volunteer Hat section clarifies the protocol for how board members serve 
as volunteers, including reporting relationships.

• The Participant Hat section describes the special events (including fundraising 
events, as detailed in board policies) that board members, and perhaps spouses, 
are expected to attend.

Q: What additions or changes are needed in your Board Policies Manual  
to clarify the Participant Hat expectations of your board members?

15
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WEAR 1 HAT AT A TIME!



BALANCING BOARD ROLES 
Pop Quiz on the 3 Board Hats!

1. “It’s important that we have several board members 
present when our rescue mission graduates receive their 
diplomas next week.”

2. “All in favor say  ‘aye.’”

3. “As you know, every board member must host a table 
of 10 at our annual fundraising dinner.”

4. “The staff  needs some accounting help to close the 
year-end books.”

5. “The Audit Review Committee will meet with the 
auditor on July 15.”

6. “Frankly, my staff  can’t understand why more board 
members don’t show up at our workdays and walk-a-
thons. Their view: the board does not support the min-
istry—and has no idea what’s going on.”

7. “Emelia, it sounds like you have passion in that area. 
As board chair, I’m asking you to coordinate a task force 
to pick the colors and carpeting for our new offi  ce 
remodel.”

8. “Due to our CEO’s accident, she now needs extra help 
on Draft #2 of the strategic plan. Who can join our VPs 
at next Thursday’s staff  planning day?”

9. “Our day of prayer is on the 30th. All board members 
are expected to attend. We’ll also have a quick business 
meeting before the prayer sessions begin.”

10. Add one more statement here:

GOVERNANCE
HAT

VOLUNTEER
HAT

PARTICIPANT
HAT

3 Check the hat for each statement

“With the right composition, a board can create value; 
with the wrong or inappropriate composition, 

it can easily destroy value.”
RAM CHARAN

Owning Up: The 14 Questions Every Board Member Needs to Ask

The Participant Hat: What Hat Are You Wearing When…?
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ACTION STEPS FOR OUR BOARD: BALANCING BOARD ROLES

POINT
PERSON

Review the three board hats: Governance, Volunteer, and Participant—and then list your 
proposed Action Steps for the board. Be discerning about board and CEO roles—so the board 
is not doing staff work and the CEO (or staff) is not doing board work.

DONE
DATE

3 Check the Top 3 most strategic Action Steps.

ASSIGNMENT

1.

2.

3.

4.

5.

6.

7.

8.

DEADLINE
DATE

“Vision without execution
is delusion.”
PETER DRUCKER

“Now it is required that those
who have been given a trust must prove faithful.”

1 Corinthians 4:2 (NIV)



Q: Where can I find governance resources that will 
equip both new and veteran board members with 
best practices? Please…none of those ho-hum, 
boring, done-that-bought-the-T-shirt, 300-page 
workbooks!

Got anything that is distinctively Christ-centered 
and targeted to the new breed and attention span 
of younger board members—and guaranteed to 
inspire? 

A: Yes! The new ECFA Governance Toolbox Series 
is perfect for the emerging changes and expecta-
tions of nonprofit ministry board members, CEOs, 
and senior team staff members.  Quick and to-the-
point—but with three discussion directions and 
methodologies based on your available time.

SHORT VIDEO + DISCUSSION = ENGAGEMENT
J U S T - I N - T I M E  H E L P  A N D  I N S P I R A T I O N !

ECFA accredits churches and Christ-centered ministries based 
on their adherence to ECFA’s Seven Standards of Responsible 
Stewardship™. These standards focus on board governance, 
financial transparency, integrity in fundraising, and proper use 
of charity resources.

Founded in 1979, ECFA provides accreditation to more than 1,750 
leading churches and Christ-centered nonprofit organizations 
that faithfully demon strate compliance with established stan-
dards for financial accountability, fundraising, and board gover-
nance. Members include Christian ministries, denominations, 
churches, educational institutions, and other tax-exempt 501(c)(3) 
organizations. Collectively, these organizations represent nearly 
$20 billion in annual revenue.

Become Accredited by ECFA 
Earn the public’s trust through adherence to 
ECFA’s Seven Standards of Responsible Stewardship™

Visit ECFA.org/Toolbox 
to order additional 
titles in the 
ECFA Governance 
Toolbox Series

VIEW • INSPIRE • ENGAGE
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Engage Your Board at 
Every Meeting With More 
Governance Help and Resources!

Visit ECFA.org/Toolbox
to order additional titles in 
the ECFA Governance
Toolbox Series

VIEW • INSPIRE • ENGAGE

ECFA | 440 West Jubal Early Drive | Suite 100 | Winchester |  VA 22601 USA
Tel: (540) 535-0103 | Toolbox@ECFA.org | ECFA.org/Toolbox 

ORDER MORE RESOURCES FROM: ECFA.org/Toolbox

Toolbox Series No. 1
Recruiting Board Members
Leveraging the 4 Phases of Board Recruitment
  • Cultivation
  • Recruitment
  • Orientation
  • Engagement 

Featuring In-the-Trenches Board Stories:
The Shortest Board Term in the History of the World! 

Each Toolbox includes:
1 DVD
12 Board Member Read-and-Engage Viewing Guides
1 Facilitator Guide (with bonus online resources)


