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Guiding Success:
The Power of Orientation in 
Leadership and Governance
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Grantee Specialist

Learning Outcome

Upon completion of this session, participants will be able to:

• Identify 6 elements of organizational 
effectiveness

• List one or more strategies to support board 
orientation activities.
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ACCOUNTABILITY
Building an environment
where individuals and 
teams deliver on  
commitments 

METRICS
Using a common set 
of measurements to 
track operations, 
opportunities,
and improvements

DELIVERY APPROACH
Developing and implementing
the means and methods 
used to deliver products 
and services

COMMUNICATION
Providing the organization
with an effective exchange
of information

HUMAN PERFORMANCE
Selecting, retaining, and 
developing the right people

LEADERSHIP 
AND 

GOVERNANCE

Provides the 
strategic 

direction and 
leadership

LEADERSHIP 
AND 

GOVERNANCE

Provides the 
strategic 

direction and 
leadership
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6 Elements of Organizational Effectiveness

Orientation and Onboarding

Fully engage Board/PC 
member in the organization

Onboarding

Ongoing:  
six months to a year

On the job

Specifics for each 
new Board/PC member

New Board/PC member is 
ready to be productive

Board/PC member's role at 
the organization

General Focus

One-time event

Conference-style or online

General overview

Duration

Set-up

New Board/PC member
is ready for work 

Outcome

Orientation

Content

“In governance, orientation is about aligning systems, 
processes, and people with shared values and 
principles to achieve desired outcomes.”

–Stephen Covey

Cornerstone Quote
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Purpose
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To provide important information 
about the organization and the 
board's roles and responsibilities

To build working relationships among board members. 
These relationships promote ongoing support and 
consensus on how they will carry out their duties.

Purpose: An organization’s reason for being 
in the world. Purpose melds the mission and 
values in pursuit of the organization’s vision. 

Purpose (Cont’d)

An organization’s role in 
working toward its vision 

Principles and beliefs that 
guide how an organization 
executes its work

Mission

Vision

Values

The desired 
future state
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• To initiate members to board service

• To introduce the organization, its mission, and programs

• To get to know other board members

• To form a foundation for future service

• To understand their relationship with Policy Council

Why Do We Orient?
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Why Do We Orient: Current Research

Do not establish trust with 
the communities they serve

Have knowledge of the 
community served

Have membership within 
the community served

49%

32%

28%
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We Orient to Engage 

Successful organizations have engaged boards 
with members who are passionate about the 
organization’s mission, ask challenging questions,
make informed decisions, collaborate with 
each other, and promote the organization and 
its work to their contacts.

passionate
ask challenging questions,

make informed decisions, collaborate
promote the organization

work to their contacts.
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We Orient to Communicate Fiscal Understanding
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Characteristics of an Engaged Board

Strategic
Thinking

Culture 
of Inquiry

Personal 
Agendas

Ethical
Values

Various
Perspectives

1 2 3 4 5

Adapted from BoardSource. (2017). Facilitating an Engaged Board. 13

Head Start Program Leadership

Oversees 
day-to-day 
operations

Management 
StaffSets the 

program 
direction

Policy Council

Governing Body

Legal and fiscal 
responsibilities

Provide 
leadership 

and strategic 
direction

14

Head Start Leadership

The management staff’s day-to-day activities and operating 

reports inform decisions made by the Policy Council and 

governing body/Tribal Council

The Policy Council plays a crucial advisory role in guiding 

program direction

The governing body/Tribal Council’s legal and fiscal oversight 

builds on the management staff and Policy Council’s unique 

insight and perspectives

The three entities of Head Start leadership work together to 

support grant recipients on their five-year journeys, particularly 

around program planning 15
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Let’s Chat:

What are some strategies you’ve seen in 
the field to support board orientation?
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We Orient on Head Start’s Timeline
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We Orient to Strengthen Community Relationships

• Allocate Time

• Build Community Voices 

• Ground Decision Making

• Deepen Connections

• Bring Networks

• Reframe Accountability 
and Success
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We Orient to Leverage Partnerships

19

We Orient to Understand Performance Standards 
Training Requirements

20

We Orient on Board Training Requirements

• Clearly articulate purpose and 
objectives of the retreat

• Work with a nonprofit consultant, 
if necessary

• Set goals and intentions as a group

• Break out into small-group discussions

• Incorporate a little social time 

• Clearly articulate purpose and 
objectives of the retreat

• Work with a nonprofit consultant, 
if necessary

• Set goals and intentions as a group

• Break out into small-group discussions

• Incorporate a little social time 

A board retreat is a workshop 
dedicated to aligning your 
nonprofit’s goals and creating 
consensus. 

—Giving USA 
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We Orient on ERSEA Training 

22

Resources

ERSEA Assessment Tool 

Introduction 
Eligibility, Recruitment, Selection, Enrollment, and Attendance (ERSEA) services are essential for identifying and enrolling the children 
most in need of Head Start services. They also help programs achieve and maintain full enrollment. This assessment tool will help you 
identify ways to improve your program’s ERSEA services. 

Instructions for use 
Review the success indicators in each area. These indicators are based on regulations and best practices. Use the following 
rating scale to evaluate how your program is responding to each indicator. 

Rating Scale 
• E: Excelling – This practice is strong and has resulted in success.
• P: Progressing – This practice is well underway.
• S: Starting – This practice is just being implemented.
• D: Desired – This practice is not yet implemented.

Action Planning 
After you have rated your ERSEA services, use the action planning chart on page 7 to identify next steps, establish timelines, 
determine responsible parties, and highlight necessary resources. Consider these action steps: 

1. Celebrate the Es and consider where you can replicate those practices in other ERSEA areas.
2. Review indicators rated a P, S, or D.
3. Identify which indicator you can address in the short term.
4. Identify an implementation team to address long-term indicators.
5. Share your plans and your progress with your program specialist during your monthly call.

Contact your program specialist or regional technical assistance network for additional support. 
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Selection Criteria Development Worksheet 

Data-informed selection criteria are an important factor in developing effective eligibility, recruitment, selection, enrollment, and attendance 
(ERSEA) services. Programs are required to annually establish selection criteria that weigh the prioritization of selection of participants, based 
on findings from the community needs assessment (45 CFR §1302.14(a)(1)). A program’s internal and external data (e.g., parent and partner 
surveys, referrals, self-assessment, community assessment) inform the development of these selection criteria. Reviewing and revising 
selection criteria annually supports the equitable selection of children and ensures programs are serving the families with the most need. 

Use this worksheet to identify and evaluate the sources of data used to develop your program’s selection criteria. The crosswalk guides you 
through the process of identifying your current selection criteria, describing changes in your community and program using multiple data 
sources, and then updating the criteria to address demographic shifts. Consider the following points as you complete the worksheet. 

· It is not necessary to collect information for each item. Select the items that are most relevant to your program  
and community. 

· Consider using different approaches to report data. The strategic presentation of data can add clarity and purpose. 

Check out these ERSEA resources and guiding questions as you develop your selection criteria. 

Selection: Prioritizing Families with Responsive Policies and Criteria                                         
 

How does your program's data and evaluation system support staff‘s ability to assess the selection 
process and inform future planning and improvement? 

 

How does your program make sure selection criteria reflect up-to-date community assessment data? 

ERSEA Assessment Tool 

SE1.    The program uses up-to-date, reliable, and aggregated community assessment data to establish the selection criteria, 
developed by a diverse representation of families, staff, and community. 

SE2.    Up-to-date criteria are used for the selection of participants and contain, at a minimum, consideration for the required 
elements, such as family income, children experiencing homelessness or in foster care, age, and special needs. 

SE3.    Selection criteria include a scoring mechanism that is transparent and weighs risk factors that are supported by grant 
recipient data, such as parent incarceration, teen parents, drug and alcohol misuse, and domestic violence. 

SE11. The program has a process in place for testing the validity of selection criteria and waiting list to make sure priority is  
given to children most in need of services.  
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We Orient on Reporting Requirements

24

• Financial statements, including 
credit card expenditures

• Program Information 
Summaries

• Enrollment
• USDA nutrition reports 
• Financial Audit
• Self-assessment
• Community Assessment
• HHS Secretary Communication
• PIR
• School Readiness
• Ongoing Monitoring results
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Head Start.gov Tools and Resources

We Orient on The Board’s Role in Advocacy  

The board’s responsibility to advocate is 
about fulfilling your organization’s mission.

Each individual board member should be 
an ambassador for the mission.

Board members have a unique and important 
voice that decision-makers need to hear. 

26

Let’s Chat

What are some other reasons 
we orient board members?
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PMFO: New Board Member Orientation Checklist

 

 

Head Start New Board Member Orientation Checklist: Before the Orientation: 
1. Welcome Package: 

• Prepare a welcome package for each new board member, including: 
o Letter of welcome from the chairperson or executive director 
o Copy of the organization's mission statement, values, and  

strategic goals 
o History of the organization o Overview of the Head Start program, including key services  

and impact 
o Schedule of upcoming board meetings and even ts 

2. Orientation Materials: 
• Gather relevant orientation materials, including: o Program handbooks/manuals o Bylaws and governance documents o Regulatory guidelines and performance standards 

o Financial reports and budget documents o Training resources on early childhood education and  
family engagement 

During the Orientation: 
1. Welcome and Introductions: • Welcome new board members and introduce them to existing board 

members and staff. • Provide an opportunity for each participant to introduce themselves  

and share their background and interest in serving on the board.  

2. Overview of the organization and Head Start: • History of the organization • Present an overview of the Head Start program, including its history, 

mission, and comprehensive services. o Include stakeholders.  • Highlight the program's impact on children's development, family  

well-being, and community engagement. 3. Roles and Responsibilities: • Review the roles and responsibilities of board members, emphasizing 

governance, fiduciary oversight, and advocacy for children and families. 

  

 

– 2 – 

• Discuss the expectations for board participation, meeting attendance, 

committee involvement, and professional development.  
• Reinforce fiduciary responsibilities through regular communication and 

training sessions led by the Chief Financial Officer (CFO) to ensure Head 

Start governing board members understand their financial oversight duties 

and obligations.  • Define Head Start Program Leadership (PC, GB, management team) 

• Outline the program planning calendar. 4. Program Components: 
• Provide an overview of the key components of the Head Start  

program, including: 
o Early childhood education curriculum and school readiness goals 

o Health, nutrition, and mental health services for children and families. 

Reference the HSAC as a possible activity.  
o Family engagement and support services o Community partnerships and col laborations 

5. Regulatory and Funding Landscape: • Explain the regulatory requirements and funding sources that govern  

Head Start programs, including federal performance standards and  

grant compliance. • Discuss strategies for maximizing resources, addressing funding challenges, 

and advocating for policy changes. • Discuss the implications for training (ERSEA), 
6. Equity and Inclusion: 

• Address the importance of equity and inclusion in early childhood education, 

emphasizing strategies for promoting diversity, cultural competence, and 

accessibility within the organization and its programs. Outline the role of 

Head Start Program Leadership to set the tone for an equitable environment. 

7. Program Impact and Outcomes: • Share data and success stories illustrating the posi tive impact of the Head 

Start program on children's development, family outcomes, and community 

well-being. 
• Discuss efforts to measure program outcomes, assess effectiveness, and 

continuously improve services. 8. Family and Community Engagement: • Highlight the importance of family and communi ty engagement in Head Start, 

including strategies for building strong partnerships with parents, caregivers, 

and community stakeholders. 

  

 

– 3 – 

• Discuss opportunities for board members to support and empower  

families through their involvement in program governance and  

decision-making processes. • Emphasis on the importance of the Policy Council working with the  

Parent Committee to build parent leadership. After the Orientation: 
1. Follow-Up: 

• Provide new board members with orientation materials, including program 

handbooks, policy manuals, and relevant training resources, for further 

review and reference. • Offer ongoing support and mentoring to help new board members  

acclimate to their roles and engage effectively with the organization's  

mission and goals. 2. Feedback and Evaluation: • Solicit feedback from new board members regarding the orientation process, 

including suggestions for improvement and additional support needs. 

• Conduct periodic evaluations to assess t he effectiveness of the orientation  

in preparing new board members for their roles and responsibilities. 

3. Integration and Engagement: • Encourage new board members to actively participate in board meetings, 

committee work, and special events, fostering a sense of belonging and 

contribution to the organization's mission. • Recognize and celebrate the unique contributions of new board members  

to the Head Start program and its impact on children and families. 

pmfo@ecetta.info  •  https://eclkc.ohs.acf.hhs.gov/ncpmfo  •  Tel: 888 874-5469 
 

28

New Board Member Orientation Activity

 

Activity: New Board Member Orientation for a Head Start  

 
As the chairperson of the board for a Head Start program, it is your responsibility  

to ensure the successful oversig ht of a program that delivers comprehensive early 

childhood education, health, nutrition, and parent involvement services to low-income 

families. Conducting an orientation for new board members is crucial to acquaint them 

with the unique aspects of Head Start programs and their role in advancing the 

organization's mission. Throughout the meeting, board members will engage in interactive workshops and  

cross-program dialogue to exchange ideas, share best practices, and learn fr om each 

other's experiences. Small group discussions and case studies encourage collaborative 

problem-solving and innovative thinking in addressing common challenges faced by 

Head Start programs across different program types. 

Meeting Participants: 
 

1. Chairperson: Leads the orientation, ensuring that new board members feel 

welcomed and engaged. 
 

2. Executive Director: Provides insights into the organization's mission, programs, 

and impact on children and families. 

 
3. Existing Board Members: Share their experiences and passion for supporting 

Head Start's mission, offering guidance and support to new members. 

 
4. New Board Members: Bring enthusiasm and a commitment to making a 

difference in the lives of children and families served by the program.  

 Instructions:   

1. Review the scenario above and handout entitled “New PMFO  

Orientation Checklist." 
 

2. Choose a program type from the list attached. 

 
3. Utilizing the “New PMFO Orientation Checklist,” develop an agenda  

for the initial Governing Board meeting by program type. 

 
4. Identify meeting participants’ role on the agenda to specify who will  

be responsible for each action item. 

 
5. Debrief: Share out with the larger group. 

 

pmfo@ecetta.info  •  https://eclkc.ohs.acf.hhs.gov/ncpmfo  •  Tel: 888 874-5469 

 

 

Activity: New Board Member Program Type by Auspice 

 
School Districts and Collaborative Initiatives:  

 
Local school district representatives will attend a meeting to learn about integrating  

Head Start into the broader early childhood education landscape. The discussion will 

cover collaborative initiatives between Head Start and public schools, including shared 

facilities, transportation, and alignment of curriculum standards.  

 
Non-Profit Organizations and Community Partnerships:  

Board members from a prominent non-profit organization will attend a meeting to learn 

about the vital role of community collaboration in supporting Head Start programs. The 

discussion will cover partnerships with local businesses, civic groups, and faith-based 

organizations that promote access to resources and services for Head Start families.  

Tribal Governments and Cultural Responsiveness:  

Tribal elders attend a meeting to share traditional teachings and cul tural practices.  

The discussion topics will include integrating traditional teachings into the Head Start  

curriculum and fostering a strong sense of identity and belonging among Native 

American children. There will also be an emphasis on the importance of tribal 

sovereignty and self-determination in shaping program policies and practices. 

Community Action Agencies and Family Empowerment:  

Representatives from a local agency will attend a meeting to discuss the agency's 

holistic approach to addressing the needs of low-income families beyond early childhood 

education. The discussion will cover topics such as housing assistance, job training, and 

financial literacy. 
 

 

 

pmfo@ecetta.info  •  https://eclkc.ohs.acf.hhs.gov/ncpmfo  •  Tel: 888 874-5469 
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Beyond the Board Orientation

• Create a communication plan
• Leverage technology
• Assign action items
• Invite board members to attend events
• Encourage feedback
• Advisory committee meetings

• Create a communication plan
• Leverage technology
• Assign action items
• Invite board members to attend events
• Encourage feedback
• Advisory committee meetings
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Reflections

31

What are some 
strategies to support 
board orientation 
activities?

Key Resources

Head Start Governance Composition (Venn Diagram)

Certification of Governance and Leadership Capacity Screening

Management Minute Communication Video

Governance Readiness Assessment

New PMFO Head Start Orientation Checklist

Head Start Leadership & Governance 
Training: Values, Regulations, and Skills

Thank You…

33

Remember the 
board member’s 
mantra: 
I participate in 
my community, 
therefore, I am.
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