






 

BCFS Board Member Agreements 

Bemidji Community Food Shelf 

The Bemidji Community Food Shelf (BCFS) needs high quality governance volunteers and 
our volunteer leaders need opportuni>es to make meaningful, posi>ve contribu>ons to 
the community in ways that use their >me well.  The Board sets the tone for 
organiza>onal, chapter, and digital culture and needs to model effec>ve and respecFul 
working rela>onships.  Because nonprofits are a new concept for many governance 
volunteers and because BCFS is unique, basic agreements are important for effec>ve work 
and to protect the valuable >me of all governance volunteers.  It is cri>cally important 
that board members and the Execu>ve Director are highly inten>onal about how they 
treat each other and work together. 

BOARD & EXECUTIVE DIRECTOR PARTNERSHIP 

1. I understand that the Board and Execu>ve Director must work in partnership to 
accomplish the organiza>on’s mission and maintain sustainability.  I commit to 
open communica>on, collabora>on, and mutual respect in my working rela>onship 
with the Execu>ve Director as a full and equal partner in the organiza>on’s work.  I 
will ac>vely use my posi>onal authority as a board member to kindly intervene 
when I observe board behavior that is not consistent with this partnership 
commitment. 

2. I realize that one of the key func>ons of board members is to support the Execu>ve 
Director and provide guidance to help ensure that the organiza>on’s most 
important priori>es are being advanced.  At >mes this requires that board 
members be willing to raise tough issues, to ask ques>ons so that issues and 
decisions are fully understood, and to kindly challenge the Execu>ve Director.  This 
is required for good governance and can be done in a respecFul way.  It helps 
ensure that there is full transparency, that decisions are not “rubber-stamped,” and 
that the board receives sufficient informa>on to exercise organiza>onal oversight. 
These board prac>ces are acts of “care, loyalty, and obedience” to the organiza>on. 
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3. I understand that the board has only one employee, who is the Execu>ve Director.  I 
will treat the Execu>ve Director, with respect by direc>ng all communica>on to 
employees and volunteers through the Execu>ve Director and by acknowledging 
the Execu>ve Director authority to decide which employees to call on for 
informa>on and to answer ques>ons in board mee>ngs.  

4. The Board Chair and Execu>ve Director partnership is essen>al.  This is an ac>ve, 
working partnership that requires ongoing discussion and consulta>on.  The Board 
Chair and ED will schedule a monthly discussion (Zoom or phone conversa>ons are 
fine) to discuss the upcoming board mee>ng and develop the agenda.  This is an 
important role for ac>ve board leadership.  While the Execu>ve Director may 
finalize the agenda, which gets sent with the board packet, it is essen>al that the 
board chair provide ac>ve leadership and direc>on.   

5. CommiYees are part of the effec>ve board- Execu>ve Director partnership.  
CommiYee chairs must exercise ini>a>ve to get agenda items to the board chair 
and Execu>ve Director when there are decisions that require board approval, 
discussion, or other ac>on.  Staff may support this work through informa>on 
required for decision-making at board mee>ngs.  This informa>on is ideally gets 
submiYed via the board packet in advance of the mee>ng. 

6. The Board needs to be well-informed and highly engaged.  A monthly board packet 
sent a week before mee>ngs is essen>al for the board to understand the context in 
which it is asked to make decisions for BCFS.  This should include an agenda for the 
board mee>ng, an Execu>ve Director’s report, a financial report (income and 
expenses and balance sheet).  These reports are >me-consuming to produce, and it 
is essen>al that the >me put into these is respected by the board.  Each board 
member will “calendar” >me prior to board mee>ngs explicitly to review the board 
packet. 

COMMITMENT TO EQUITY, INCLUSIVITY, & DIVERSITY 

To maximize effec>veness, our board requires diversity in perspec>ve, life experience, 
racial and ethnic background, social and economic status, gender, religion, disability, body 
size, sexual orienta>on, employment status, paren>ng status, marital status, na>onal 
origin, and global loca>on.  I will ac>vely use my posi>onal authority as a board member 
and my “ordinary privilege” to kindly intervene when I observe board behavior that is not 
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consistent with maintaining ac>ve par>cipa>on of a diverse group of board members, and 
when I see inappropriate behavior that is directed at a board member or group of board 
members based on any of these characteris>cs. 

ORGANIZATIONAL AGREEMENTS:  DECISIONS & HOW TO USE BOARD MEETING TIME 
   

1. The Board of Directors sets direc>on for the organiza>on, stewards assets, hires/ 
supports/evaluates/and provides oversight of the execu>ve director, approves the 
annual budget, and ensures that BCFS fulfills its mission and financial repor>ng and tax 
obliga>ons to the state and federal government.   

2. If I serve as a volunteer for or client of the BCFS, I agree to separate out my volunteer 
and/or client role(s) from my board role and follow the processes in place to raise 
grievances and concerns rather than using board mee>ngs for this purpose.  I agree to 
put the organiza>on’s best interests at the forefront during board mee>ngs. 

3. The Board has collec>ve power and everybody par>cipates in decisions.  No single 
board member has the authority to make requests of the Execu>ve Director or 
obligate organiza>onal resources without collec>ve board approval. No single board 
member will get their way all the >me and no single board member can have control 
over every decision. 

4. I will come prepared to mee>ngs by reading the agenda and mee>ng packet in 
advance of the mee>ng.  I will RSVP my aYendance (yea, nay, or maybe) promptly for 
mee>ngs, events, and other volunteer commitments I make. 

5. Board mee>ngs need to run efficiently and enable the organiza>on to make decisions 
and get work accomplished.  If there are new issues that were not on the agenda or 
new ideas that get raised in mee>ngs that are not cri>cal in the immediate future, the 
Board Chair will ask to put those ideas on a “Parking Lot” List (for considera>on at the 
next Board Mee>ng) rather than changing the current board mee>ng agenda. 

6. When one volunteer asks another to accomplish a task, if something changes and the 
task is either no longer needed or new informa>on is available (i.e. the task has 
already been accomplished), this will be communicated immediately to the board 
member or volunteer who was asked to take on the responsibility. 
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7. The Weekly Update.  When there is important informa>on that all board members 
need to know, it should be shared concisely in an email to the Board Secretary so that 
they can send out an update to the rest of the board.  Informa>on needs to be 
submiYed promptly and board members must indicate if there are financial decisions 
or other commitments that will create short- or long-term organiza>onal obliga>ons. 

PERSONAL AGREEMENTS ABOUT “HOW TO DISAGREE” 

1. I agree to work to the best of my ability to advance BCFS’s mission and to make 
decisions in the best interests of the en>re organiza>on and not just the project or 
subject area to which I am most commiYed. 

2. No single board member’s vote is more important than another’s.  We strive for  

consensus, and operate under majority vote when a decision is required.  I agree to 
uphold all the decisions made by the board, even if I personally disagree.  Because 
silence is taken as consent during board mee>ngs, I commit to voicing my opinions 
in Board Mee>ngs prior to votes.  I will not voice my dissent ader the mee>ng ends 
with just a single individual or just a few individuals.  Instead, I will share my dissent 
with the whole board during the mee>ng. 

3. I will share my values about the issues we discuss even if I do not have a specific 
fact or ra>onale because it is important that other members understand my values 
and beliefs.  If necessary, I will request to have a vote postponed when appropriate 
so that I can adequately express my opinions prior to the vote. 

4. Board members have both common values as well as areas of difference.  I agree 
that I will not take it personally when other board members disagree with my 
vision, ideas, or posi>ons on issues.  I will not skip board mee>ngs because I am 
upset, nor will I start social media or email campaigns against other board 
members or employees.  Instead, I will share my opinions in mee>ngs. 
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5. When I strongly disagree, I will communicate that in a clear and respecFul manner.  
I recognize that it is hard to do this when angry or upset, and I will wait un>l my 
emo>ons are under control to speak so that I do not damage rela>onships. 

6. When I make an error, or when in the heat of the moment, I am harsh or rude to 
another board member, the group, or the execu>ve director or other employees, I 
will publicly apologize. 

7. I will maintain the appropriate confiden>ality of Board Members, other volunteers,  
and employees.  I will not share sensi>ve informa>on outside of the organiza>on, 
either verbally, in wri>ng, or through social media or other digital/electronic 
plaForms. 

8. I recognize that all board members make many sacrifices to con>nue the 
organiza>on’s work.  Boards need volunteer members and it is important not to 
alienate others when one member is angry or disagrees with a decision.   

9. Each board member needs to feel valued and respected.  I will support other board 
members, employees, and volunteers to the best of my ability by communica>ng 
directly to them during board or commiYee mee>ngs and will not discuss their 
behavior with others outside of their presence.  I will be caring, helpful, and 
suppor>ve even when I disagree.  I will not call individual board members or 
employees outside of board mee>ngs to communicate my disagreement with their 
posi>ons, behavior or decisions. 

10.I agree to save my energy for the really big issues BCFS needs to work on and will 
not spend my valuable >me, nor that of other board members, ven>ng about “the 
small stuff” either in board mee>ngs or outside of board mee>ngs. 
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