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Issue BOG Selection of Trustees for University BOTs 
 
             
Purpose The purpose of this discussion is to address the approach to identify potential 

Board nominees.  
 
             
Background Information 
 
This discussion follows up on a request from the Board to identify an approach the 
University might follow in identifying potential Board nominees – if and when trustee slots 
become open.  
 
Attached are three pieces which provide guidance on this issue. 
 
 
Supporting Documentation 
 

• Email to the Board of Governors 
• Chait, R. P.; Holland T. P.; and Taylor, B. E. (1996). Improving the performance of 

governing boards. West Port, CT: Onyx Press and  American Council on Education. 
• Ingram, Richard T. (1995) Effective Trusteeship. Washington, D.C.: Association of 

Governing Boards of Universities and Colleges. 
• Wilson, E. B., Board Basics, Effective Committees, Committee on Trustees, Association of 

Governing Boards of Universities and Colleges, One Dupont Circle, Suite 400, 
Washington, D.C. 20036, 2001, 4-8. 





Attachment : 9 

COMMITTEE RESPONSIBILITIES1 

The responsibilities of a committee (on trustees) are a continuum of practices and policies 
that begins with an understanding of the board's present and future needs for talent and 
extends through the post-board life of each trustee. 

1. Design the board composition. 

The mission-central responsibility of designing the board's composition to meet the 
governance demands of the institution should begin with an inventory analysis of the 
current board. A schedule similar to Appendix B, regularly updated, will provide data 
in three categories: 

• a baseline to record years of service as a trustee and each individual's 
gender, ethnic, and educational background; 

• occupational credentials, showing for-profit and nonprofit experience, 
specific professional expertise, and board or governance experiences; 

• an analysis of functional expertise and reputation. 
 

Next, profile the board's composition three years out. Address the following questions: 
Do we want to change the age composition of the board? Do we want to change the 
geographic profile? Can we improve gender balance? And more important, what kinds of 
oversight expertise will the board require? Will a facilities strategy—new construction and 
renovations—require that the board augment its talent pool with trustees who have real 
estate, project management, or architectural experience? Will the capital structure need to 
be renegotiated or restructured, and will this require trustees with investment-banking and 
financial expertise? Does an approaching capital campaign call for adding fund-raising 
experience or a particular capacity to give? Does the pipeline of future board leadership 
contain sufficient talent to provide overarching assistance and support to the president? 
Will anticipated retirements from the board leave significant talent holes to be filled with 
new trustees? This is the nature of the dialogue that must occur between the president and 
the committee. Failure at this level of committee responsibilities can be damaging, not only 
to the committee's mission but to future board performance. 

Some institutions' charters or bylaws mandate board composition by requiring that 
specific constituencies be represented in perpetuity. These mandates should be reviewed 
periodically to satisfy the committee and the board that they continue to serve the best 
governance interests of the institution. Change is always challenging and sometimes 
painful, but the argument for change, if one is needed, should center on removing obstacles 
to the board's capacity to fulfill its governance responsibilities. 

1 Wilson, E. B., Board Basics, Effective Committees, Committee on Trustees, Association of Governing Boards of 
Universities and Colleges, One Dupont Circle, Suite 400, Washington, D.C. 20036, 2001, 4-8. 

                                                           



2. Write a statement of criteria.  

The dialogue about board composition should generate understanding about what 
attributes in trustee candidates the committee should be looking for. These are broad-stroke 
understandings, responsive to the strategic desire to change the age and gender 
composition or to bring specific career talents to the board. The criteria statement is a 
screening tool for the committee to use when it begins to narrow a long list of possible 
candidates down to a prioritized short list. Assigning numerical weights to each criterion is 
a further refinement to assist in ranking candidates. 

3.  Develop and manage a network of new trustee candidates. 
There are three steps here: 

• Building and screening the pool. The committee should be engaged in a continuous 
search and maintain an inventory of candidates who come from a variety of 
networks. The president is in regular contact with individuals who might fulfill the 
criteria for candidacy—through fund-raising activities, alumni events, community 
projects, and professional associations. The development department, for similar 
reasons, should bring forward biographical data for individuals who, in their 
judgment, might fulfill specific board composition objectives. Other administrative 
staff members—the chief academic officer and chief financial officer—should be 
engaged in the process of identifying prospects. 

The full board must be informed of the composition objectives decided on by the 
committee and should be encouraged to bring forward recommendations. Alumni, 
perhaps through a formal committee relationship with the alumni association, are 
an important source of trustee candidates. The network can be further augmented 
by institutional advisory committees, by sources within the community, and, in 
church-related institutions, by church leaders. Lastly, the members of the committee 
on trustees themselves bear a primary responsibility for bringing forward trustee 
candidates. 

Screening the raw list of candidates can then proceed in three steps: 

1. an analysis of the biographical data; 

2. a review of supporting documents that describe the candidate's current 
interest in the institution; and 

3. confidential communications with trustees or other individuals familiar 
with the candidate's performance on other boards or in other voluntary 
activities. 

The pool generated by this screened network will consist of two lists; a long list of those 
candidates on whom the committee wants to gather additional information and get to 
know over time; and a short list of candidates who are in the center of the board 
composition target. These latter candidates, ranked by the committee, now advance to be 
"vetted" with some due diligence, cultivated, and then "asked." There is an old axiom: The 



best predictor of future performance is past performance. It is wise, therefore, to discreetly 
inquire about evidence of the quality of commitment on other boards. Be wary of otherwise 
well-meaning individuals who simply hold too many trusteeships or directorships. 

 

• Cultivating and asking candidates. Each candidate on the short list requires a careful 
strategy designed to assess his or her interest, develop or renew a connection to the 
institution, and anticipate what it will take to persuade the candidate to serve. No 
two cultivating experiences will be the same. What follows is intended to illustrate 
the need for careful planning, to encourage pre-trusteeship education, and to 
demonstrate the value of candor while setting a tone of collegial engagement. 

A first connection with a short-list candidate might be made by the committee chair, a 
committee member, or a sitting trustee. Then, if it seems appropriate, a campus visit might 
be scheduled. Meeting with faculty, attending some classes, meeting selected 
administrators, and, of course, talking with the president are likely components of this 
visit. The president should articulate the strategic vision for the college, describe the 
governance system, and demonstrate how individual trustees fit into the governance 
scheme. Describing the demands of trustee work—including strategic engagement and a 
commitment of time and personal resources, reciprocated by the rewards of service— is an 
opportunity for telling a candid and compelling story about trusteeship. 

If the cultivation signals are positive and the candidate expresses comfort, the 
responsibilities of trusteeship now should be made explicit. A statement of trustee 
responsibilities might be shared with the candidate, followed by a discussion with the 
committee chair. (A sample statement can be found in the AGB book Presidential and Board 
Assessment in Higher Education.) Expectations for trustee philanthropy must be precise. The 
operative principle here is that the conversation must leave no room for later surprises. 
This is also the opportunity to loop the candidate back to the president or other trustees 
to ensure that all open questions are answered. Lastly, the committee chair should 
determine that, if asked, the candidate will respond affirmatively. 

Reserve the closing for the chair of the board. The dialogue now should be on the high 
road. The chair and the candidate should go over the expectations of trusteeship, seek 
clarifications if necessary, confirm the governance role of trustees, describe (from the 
chair's perspective) the agenda of critical issues currently before the board, and explain 
what issues are on the horizon. End by saying that the candidate's name will be proposed 
at the next board meeting and that the chair will call soon after that meeting to inform the 
candidate of the action taken. 

• Making recommendations to the board. This is an opportunity for the committee to 
reinforce its mission with the full board. Biographical data for each candidate should 
be made available to each board member in advance of election. The committee chair 
should make the motion to elect the new trustee and allow discussion time not only 
to review the candidate's qualifications, but also to add, perhaps anecdotally, some 
human texture. The board chair, the president, and trustees who know the 
candidate should have the opportunity to review their conversations with the 



candidate. The committee chair should connect the candidate with the board 
composition strategy by linking the candidate's background and experience to the 
criteria statement of forecasted talent needs.  



Appendix B 
Board Talent Inventory Worksheet 

 
Trustee 

 
I. Background Totals A B C D Etc. 
 Age       
 70 and over       
 60-69       
 45-59       
 30-44       
 Under 30       
        
 Length of Service       
 More than 10 years       
 5-10 years       
 2-5 years       
 Less than 2 years       
        
 Alumnus/a       
 Parent       
        
 Residence (measures geographic diversity)       
        
 Gender       
 Female       
 Male       
        
 Constituency       
 African American       
 Asian/Pacific Islander       
 Latino/Hispanic       
 Native American       
 White       
 Other       
        
 Education       
 Bachelor’s       
 Master’s       
 Ph.D.       
 Other       
        



Appendix B 
Board Talent Inventory Worksheet 

(Continued) 
Trustee 

 
II. Occupational and Governance Experience Totals A B C D Etc. 
        
 Occupation       
 Architecture       
 Banking/Investment Management       
 Education       
 Engineering       
 Fund-Raising       
 Information Technology       
 Law       
 Marketing/PR/Advertising       
 Nonprofit       
 President/CEO       
 Real Estate       
 Other       
        
 Board Memberships       
 Community/Nonprofit       
 For Profit       
 Foundation/Trust       
 Higher Education       
 Other       
        
III. Functional Expertise       
        
 Audit       
 Banking/Financial Management       
 Education       
 Facilities Management/Real Estate       
 Fund-Raising       
 Governance       
 Government       
 Human Resources       
 Information Technology       
 International       
 Law       
 Marketing/PR/Advertising       
 Nonprofit Management       
 Special Events       
 Strategic Planning       
 Other       



 



Attachment: 9 
BOARD BUILDING1 

 
Too often, as one trustee lamented, the tactic boards use to select new members is to 

"add as many friends as you can in the hope that some of them will turn out to be helpful. 
That's a poor approach.  You need to be thoughtful about what sorts of skills the board really 
needs; some criteria for selection that are based on the real needs of the institution and the 
board itself." Many boards understate the seriousness of the commitment desired from 
trustees by pledging to prospects, often affluent and prominent individuals with no strong 
ties to the institution, that they "won't have to do much." Typically, such boards assume that 
commitment will emerge naturally once the individual starts to attend meetings. More often 
than not, however, these "letterhead trustees" disappoint by doing precisely what they were 
asked to do-not much. Capable people with real capacity for commitment are apt to be 
discouraged by being told that the board will demand little of them. As one trustee said, "I'm 
too busy to sit around doing nothing." In order to be more explicit about trustee 
qualifications, one board adopted a formal statement of qualifications for board membership 
to guide consideration of prospective members (see Exhibit 3.2). 
 

Effective boards look for opportunities to evaluate and test the commitment and 
capabilities of prospective trustees before these individuals are invited to join the board. The 
trusteeship committee and staff at one college did extensive research on potential board 
members, not only to ascertain financial capacity, but also to learn about previous service to 
the college, possible competing obligations, personality, and working style. Typically, the 
college's board approaches alumni as prospects, and most are well known to at least one or 
two members of the trusteeship committee, usually through the alumni association. 
 
 The college's president and/or another member of the trusteeship committee assume 
responsibility for cultivating each candidate under serious consideration.  The specific steps 
are tailored to the candidate's circumstances. The prospective trustee might be invited to 
lunch with the president, to campus for a special event, or to a trustee's home for dinner; the 
candidate might even be asked to join a special committee or participate, in a visit with a 
prospective donor. In one or two cases, a consultant who has worked with the board has been 
enlisted to talk to the prospect about the board's operating style and strengths. By the time 
the "ask" is made, the prospective trustee knows a great deal about the board's expectations, 
and the board has first-hand assurance of the individual's capabilities and commitment. 
 
 Another institution, which established boards of visitors to advise and advance 
particular schools within the university, regards those committees as "fertile areas to select 
new board members." The experience of working together reveals individuals with sufficient 
commitment to the institution and the ability to work within a group.   
 
 The charter of the board of visitors for the university's college of business 
administration (Exhibit 3.3) illustrates the features that make these advisory groups good 

1 Chait, R. P.; Holland T. P.; and Taylor, B. E. (1996). Improving the performance of governing boards. West Port, 
CT: Onyx Press and  American Council on Education  
 

                                                 



tests of capacity for trusteeship: significant responsibilities, substantive agendas, and access 
to senior staff and the board. For the same reasons, alumni bodies, parents' councils, capital 
campaign committees, and special task forces also can be sources of demonstrable talent for 
trusteeship. 
 
 One very effective board, committed to inclusiveness, believes that all trustees should 
have a say in the appointment of new board members in order to reinforce the collective 
nature of trusteeship. Once the trusteeship committee concludes that a candidate should be 
considered seriously for membership, but before any final decision, the name comes before 
the full board for preliminary discussion. "The board has never rejected a candidate formally 
nominated by the trusteeship committee, but we have had proposed trustees derailed before 
that point. We have safeguards built in so that anyone who may have objections has time to 
voice them."  
 

This practice contrasts with the way another board selected trustees:  “It was done by 
a few insiders who would invite their friends to come on the board, regardless of their 
qualifications.  The votes were just too personal.  In effect, you had to vote for the candidates 
or against the nominator.” 
 

“Chemistry"  
All boards seek capable people to serve as trustees; however, the best boards value 

the ability of individuals to work within a group even more highly than professional skills 
and career accomplishments. Boards rarely falter from lack of expertise in law, business, real 
estate, and other areas that tend to be emphasized in profiles of the ideal composition of a 
board. "What do we expect of trustees?" asked a trustee of an able board. "We expect good 
attendance and other things like that. It's all in writing. I guess what's not in writing is the 
value we place on collegiality. There have been particularly bright, successful individuals 
we've not asked to be on the board because the chemistry wasn't right." 
 
 In the search for new college trustees, too few boards pay much attention to whether 
candidates have experience with complex organizations and with the consensus-driven 
decision-making processes that typify governance at most academic institutions. An 
entrepreneur whose success was due to swift and autonomous decision making may have 
little tolerance for board deliberations, much less constituent consultation. While 
independent go-getters may appear attractive at first blush, these very same traits can be 
disruptive to a board's harmony.   
 
 Similarly, while boards may weigh factors such as gender, age, race, and occupational 
background, not many recognize the need to have a balance of listeners and talkers, short-
term and long-term thinkers, task-oriented and process-oriented people, and iconoclasts and 
consensus builders. One extraordinarily capable board had trustee positions tacitly reserved 
for "different drummers." This unusually congenial board worried that its sociability could 
inhibit complex thinking. Thus, the trusteeship committee set out to find individuals who 
might challenge the group's assumptions. At the same time, the different drummers could 
not be too brash or aggressive because such behavior would violate the board's norm of 
rational discourse. In the estimation of most trustees, the best different drummer appointed 
to the board was an erudite trial attorney who genuinely loved the institution and admired 



the board but whose greatest enjoyment came from a good debate. In the absence of respect 
for the institution and the board, this trustee's argumentativeness would have been 
counterproductive. 
  

In the same vein, a member of another board made clear that good chemistry does not 
and should not mean total agreement on every issue. 

 
We're not afraid of confrontation. We want intelligent and thoughtful 
participation. If you don't speak up, you won't last. If you have 
concerns, put them on the table, and leave them on the table when you 
leave the room. The board expects everyone to be friends – not just 
cordial, but friends. We like each other, and that’s important. 



 
Exhibit 3.2: Sample set of Board Selection Criteria 

Qualifications for Board Membership 
 
It is the objective of the Committee on Trusteeship to create a diverse membership for 
the board, including representation of age, gender, and racial diversity; areas of 
expertise; geographical distribution; college relationship; financial position; church 
affiliation; and length of service. The Committee on Trusteeship also considers the 
optimal size of the board, financial expectations for members, and all of the other 
qualifications deemed appropriate for board membership. 
 

Candidate Profiles 
In order to maximize the number of active, contributing members of the board, the 
board has adopted the following four profiles describing those most suitable for 
membership: 

• Candidate with great promise. This person is a high achiever in his/her 
occupation and 10-20 years into his/her career. Some in this category are 
expected to acquire or have access to significant wealth as they move forward: in 
their careers. Others may not be expected to possess great wealth, but will be 
considered because of their commitment t6 the college, special talent(s), or 
willingness to give exceptional service to the realization of the college's mission. 
Normally, the promising young professional will be capable of only modest 
financial support in the early years of trusteeship. Candidates in this category 
will nearly always be alumni of the college. 

• Candidate with national reputation. This person is one with a national 
reputation in his/her profession and thereby is expected to bring national, 
visibility to the college through his/her trusteeship. 

• Candidate with significant financial resources. This person is normally an 
alumnus/alumna of the college who is likely 20-30 years into his/her career.  
He/she is chosen because of the anticipated ability to make long-term, significant 
financial contributions. In particular, large annual fund contributions are 
expected, as well as major support for capital programs through significant gifts 
of cash and/or estate gifts.  Giving of these candidates may not be sacrificial, but 
should always be significant. , 

• Candidate with special expertise or perspective. This person brings special 
expertise or perspective because of personal or professional affiliation.  Included 
in this category are educators, clergy, and recent graduates, along some members 
of traditionally underrepresented groups. 

 
For all categories, the board seeks men and women strongly committed to the mission of 
the college who represent diverse views and opinions and who from diverse 
backgrounds. 
 

Trustee Responsibilities: The Three T’s 
 

Time. A trustee should share generously of his/her time to assist in promoting the 
legitimate interests and aspirations of the college within his/her sphere of influence. The 



commitment of time includes board and board committee meetings but is not limited to 
these. Article I, Section 3 of the board bylaws states:  “Aboard member who fails to 
attend at least 50 percent of the regularly scheduled board and standing committee 
meetings during a three-year term shall by such failure have resigned from the board 
and relinquished the seat on the board, effective immediately." 
 
Talent. A trustee should commit his/her talents to assist in making this a liberal  
arts college of nationally recognized excellence.  
 
Treasure. A trustee should give as he/she is able, to support the educational 
mission of the college. All trustees are expected to give at the President's Club 
level or above. It is hoped that the college 'will be the trustee's principal charitable 
interest. Candidates will be informed of the present level of commitment by current 
members of the board. 
 
 
 



 
Exhibit 3.3: College of Business Visitors Board Charter 

Board of Visitors Charter, College of Business Administration 
 

The purpose of the board of visitors is to assist the College of Business Administration, 
advise the university board of trustees, and to assure that the college offers the highest 
quality in business education. Quality is to be assured through the board's evaluation of 
the college's planning, progress, and activities, with an eye toward fulfilling the 
educational needs of emerging and continuing business professionals, ensuring that 
they are prepared for future success in the interdependent, competitive, and global 
society. 
 

Responsibilities of the Board of Visitors 
• Advocate the mission, goals, and objectives of the College of Business 

Administration to external constituencies. 
• Introduce the dean of the College of Business Administration and appropriate 

faculty members to the local and national business community. 
• Support college activities by sharing knowledge and expertise by serving as 

guest speakers, mentors, and assisting in providing faculty and student 
internships. 

• Assist in soliciting corporations, foundations, or individuals, when appropriate 
for the College of Business Administration. 

• Provide personal and/or corporate support. 
 

Appointment 
Each board of visitors member is appointed for a three-year term with maximum of two 
consecutive terms. Normally, between 10 and 15 members will form the board. Three 
appointments are made by the board of trustees and the rest by the president, upon 
recommendation of the dean and approval of the board of trustees. Nominations are 
broadly solicited from faculty, staff, friends, alumni, and trustees. 
 

Meetings 
Two full meetings are held each year. Committees of the board of visitors meet more 
frequently, pursuant to their assignments. There are committees for each program (BBA 
and MBA), and others as defined by the board of visitors and the dean. 
 

Relation to the Board of Trustees 
The board of visitors is not a policy-making body. Its role is to assist in the development 
of the college and to assist the board of trustees in evaluating- the progress of the 
college. The chair of the board of visitors oversees all committee functions and reports 
annually to the appropriate trustee committee at that committee's on-campus annual 
retreat. The written report is responded to by the university administration, and the 
board of trustees reviews both the report and the response.  
 



Attachment: 9 
Sample Statements of Board Members' 

Responsibilities and Desirable Qualifications1 
 
In 1988, the Minnesota legislature established the Regents Candidate Advisory Council. The 
council's purposes are to develop criteria for the selection of regents of the University of 
Minnesota, prepare a description of the responsibilities and duties of regents, identify and 
recruit qualified candidates, and recommend at least two and not more than four candidates 
for each position to be filled by the legislature. This panel of 24 distinguished Minnesotans 
publishes a report of its work by March 15 of each odd numbered year. (The council's address 
is 85 State Office Building, St. Paul, Minn. 55155.) 
 
In its 1991 report to the legislature, the council included several exhibits: a fact sheet on the 
council and its policies and procedures, a statement on candidate selection, the results of a 
survey of legislators concerning the council's work to date, a statement on the responsibilities 
of individual regents, and a statement of criteria for university regents. The latter two 
statements are included here. 
 
Responsibilities of Individual Regents 
 

1. To seek to be fully informed about the university and its role in the state and in higher 
education, and to be responsive to the changing environments which affect it. 

 
2. To support the mission of the university. 

 
3. To speak one's mind at regents' meetings but to support policies and programs once 

established.  
 

4. To understand that the regents' role is policy making and not involvement in 
administration or the management process. 

 
5. To strengthen and sustain the president while being an active, energetic, and probing 

board member exercising critical judgment on policy matters. 
 

6. To communicate promptly to the president any significant concern or complaint and 
then let the president deal with it. 

 
7. To defend the autonomy and the independence of the university. 

 
8. To maintain an overriding loyalty to the entire university rather than to any part of it 

or constituency within it. 
 

9. To represent all the people of Minnesota and no particular interest, community, or 
constituency. 

1 Ingram, Richard T. (1995) Effective Trusteeship. Washington, D.C.: Association of Governing Boards of 
Universities and Colleges 

                                                 



 
10. To help enhance the public image of the university and the board of regents. 

 
11. To recognize that authority resides only with the board as a whole and not in its 

individual members. 
 

12. To recognize that the president is the primary spokesperson for the university, and 
the chairman of the board is the only other person authorized to speak for the board. 

 
13. To foster openness and trust among the board of regents, the administration, the 

faculty, the students, state government, and the public. 
 

14. To maintain a decent respect for the opinions of one's colleagues and a proper 
restraint in criticism of colleagues and officers. 

 
15. To recognize that no board member shall make any request or demand for actions 

that  violate the written policies, rules, and regulations of the board or of the 
university. 

 
16. To maintain the highest ethical standards and never to allow any personal conflict of 

interest to exist.  
 
Qualifications Sought in University Regents 
 
A. Personal 
 

1. Integrity, with a code of personal honor and ethics above reproach. 
 

2. Wisdom and breadth of vision. 
 

3. Independence. 
 

4. An inquiring mind and an ability to speak it articulately and succinctly. 
 

5. Ability to challenge, support, and motivate university administration. 
 

6. An orientation to the future with an appreciation of the university's heritage. 
 

7. The capability and willingness to function as a member of a diverse group in an 
atmosphere of collegiality and selflessness. 

 
8. An appreciation of the public nature of the position and the institution, including the 

open process of election and service. 
 



B. Professional/experiential 
 

1. Valid knowledge and experience that can bear on university problems, opportunities, 
and deliberations. 

 
2. A record of accomplishments in one's own life. 
 
3. An understanding of the board's role in governance and a proven record of 

contribution with the governing body of one or more appropriate organizations. 
 

C. Commitment 
 

1. Commitment to education. 
 

2. Enthusiastic understanding and acceptance of the university's mission. 
 

3. An understanding of the land-grant nature of the university and the higher education 
system in the state.  

 
4. A willingness to commit the time and energy necessary to fulfill the responsibilities of 

a university regent. 
 

5. Willingness to forego any partisan political activity while a regent that could be 
disruptive or harmful to the university. 

 
6. The capability to foresee 6-12 years of constructive and productive service. 

 
7. Overriding loyalty to the university and to the public interest, rather than to any 

region or constituency. 
 
D. Student Regent 
 

1. A student regent candidate will be judged by the same criteria as other regent 
candidates and preferably be a current student.  
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