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The following are responsibilities held by the board as a whole…

1. Determine the Organization’s Mission and Purpose
2. Select the Chief Executive**
3. Support the Chief Executive and Assess his/her Performance
4. Ensure Effective Organizational Planning
5. Ensure Adequate Resources
6. Manage Resources Effectively
7. Determine, Monitor, and Strengthen the Organization’s Programs and Services
8. Enhance the Organization’s Public Standing
9. Ensure Legal and Ethical Integrity and Maintain Accountability
10. Recruit and Orient New Board Members and Assess Board Performance.
* BoardSource (formerly National Center for Nonprofit Boards ) 

** Chief Executives may serve full or part time, be paid employees or volunteer staff.  A viable option to consider is  an association management company (AMC).  For more information about what to look for in an association management company, go to www.asaenet.org/amcaccred/home/.

[image: image61.wmf]TIP:  Use this in board member recruitment and at annual board orientations

[image: image2.wmf]   Fiduciary Duties of Board Members
Duty of Obedience

The Duty of Obedience requires board members to be faithful to the stated mission of the Academy.  Although they may exercise their own reasonable judgment concerning how the Academy fulfills its mission, board members are not permitted to act in a way that is inconsistent with the central goals of the organization. Typically, the purposes are described in articles of incorporation and/or other governing documents; they may also be expressed in a formal mission statement.

The rationale for this duty is based in part on the fact nonprofits rely heavily on public trust and that of their members who have the right to rely on the board using resources for the purposes they are given.

[image: image3.wmf] TIP:  Review your bylaws, mission statement, goals and board agreements.
Duty of Care

The Duty of Care describes the level of competence expected of a board member.  While there has been some debate about whether the standard for care should be any different for profit and nonprofit corporations, the most commonly expressed standard today calls for board members to exercise “the same level of care that an ordinary prudent person would exercise in a like position under similar circumstances.”

[image: image4.wmf] TIP:  Review your financial, risk management, personnel and any other pertinent policies.

Duty of Loyalty

The Duty of Loyalty holds board members and officers accountable for acting in an organization’s best interests. The may not use their positions and or knowledge to advance a personal agenda at the organization’s expense.  Conflict-of-Interest policies and laws are clear expressions of this responsibility.

[image: image5.wmf]TIP:  Review your conflict of interest & confidentiality policies, and board agreements.
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Boards are charged with “governing” the organization.
This includes:

Planning and Policy Decisions

· Maintain focus on the Academy’s Mission 

· Articulate, safeguard, model and promote the Academy’s Values

· Chart strategic directions based on a shared vision of the future

· Establish policies to guide operations

Ensuring Resources

· Identify needed resources --- financial, human, expertise --- to fulfill Mission

· Set policies regarding how resources are to be acquired, managed and reported

Providing Oversight

· Monitor the implementation of planning and policy decisions

· Ensure compliance with applicable laws and ethical standards

It should be noted that governing is a GROUP function.  Individual board members must not act on their own or for their own ends.  SHARED VISION 

and CONSENSUS on standards and what constitutes success are critical to the effective operation of a board.

[image: image7.wmf]TIP:  See Roles of the Board vs. Executive Committee 


         See Individual Board Member Responsibilities & Volunteer-Staff Partnerships: The Balance
[image: image8.wmf]  Characteristics of Effective Boards

Structure:  The board is organized in such a way that individuals and committees assume well defined, appropriate, and active roles in its functions.

Diversity:  The board as a whole contains differences in talents, skills, experience, interests, and backgrounds.
Member Involvement:  Members demonstrate a high degree of interest in their role and responsibilities 

and are genuinely concerned about the Academy’s problems and prospects.

Knowledge:  Members are well informed about the Academy’s operations and are provided resources 

and guidance to stay current with changing priorities, personnel, and conditions.

Rapport:  Members of the board have mutual respect for each other,  regardless of differences of opinion, 

and maintain a productive working relationship.

Sensitivity:  The board is representative of, and sensitive to, different points of view and constituencies.

Sense of Priorities:  Board members are concerned with important and long-term issues, not distracting 

trivial matters. Members share a vision of “the Big Picture” and feel committed to the same intentional future.

Direction:   The leader keeps the group focused on supporting mission. He/she is respected and is skilled

in making sure all viewpoints are evaluated in developing programs and is capable of securing consensus.

Strength:  The board is strong enough to implement policies and achieve its goals.  It renews itself constantly 

to guard against becoming stale, entrenched, out-of-date, out-of-touch, or burned out.

Financial Support:  The board accepts its fiscal responsibilities and contains a reasonable number of people adept at securing and managing funds.

Board-Staff Relations:  The roles and domain of both volunteers and staff are clearly understood and 

agreed upon so as to create a supportive and productive working environment. The relationship is a partnership functioning as a team effort towards common goals.

Accomplishment:  The board members have a genuine sense of progress and achievement and members 

gain personal satisfaction from their service.

[image: image9.wmf]TIP:  Review this list at annual orientations and use as a board self-assessment tool.
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Boards with many members or  those whose members are spread over wide areas, may choose to 

appoint an executive committee.  Such a group usually is comprised of the officers, board committee and task force chairs and/or a few selected members.  This group acts on behalf of the full board and typically meets more frequently with more intense oversight and coordination roles.

Full Board Roles…

· Fiduciary responsibility to act within the law, exercising fiscal prudence

· Draft and approve the by-laws which determine the structure and governance 

· Draft and approve policies and procedures which direct the operations

· Set the direction for the Academy (vision and strategies)

· Approve the allocation of resources --- annual budget, invested funds

· Hire the Chapter Executive

Executive Committee Roles…

  Often articulated in the by-laws, these may be assigned as needed and might include:

· Reviewing documents, suggestions, opportunities, proposals and allocation on

behalf of the full board and making recommendations for action

· Authorizing expenditures up to a pre-set limit without full board sign-off

--- within the annual budget or for emergencies

· Oversight of the Chapter Executive and his/her annual performance review

· Working on behalf of the Academy to file or cause to have filed required legal

  
      documents … sign checks, conduct other routine business requiring board involvement.

MAY NOT on its own:

· Change by-laws or policies

· Sell or move major assets

· Dismiss the Chapter Executive

· Revise the Mission

· Substantively change the strategic directions of the organization

SHOULD NOT:

· Re-do the work of committees or task forces….if revisions or additions are required,

      send the work back to the appropriate work group.

Note: The trend today is NOT to form an executive committee unless the board is over 25 members because the executive group often does the “significant work,” leaving the rest of the board feeling disenfranchised. As an alternative, break the full board up into functional teams & use technology to keep in contact between face-to-face meetings.
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In addition to the legal responsibilities boards must comply with, minimum performance expectations for each member should be identified, adopted and enforced.  These will vary from chapter to chapter, but might include:

· active attendance at board meetings

· preparation for all deliberations

· willingness to hear and evaluate many perspectives

· checking personal agendas at the door

· conviction to making informed decisions

· asking questions for clarity and understanding

· accepting, supporting and carrying out board decisions

· exercising fiscal responsibility

· adherence to policies and procedures

· commitment to confidentiality

· ethical, legal and moral action at all times

· eagerness to accept volunteer assignments

· follow-through and compliance with deadlines

· being available and responsive to staff

· supporting and assisting the Chapter Executive

· seeking opportunities to learn and grow as a leader

· identifying and recruiting volunteers and potential board members

· promoting the value of Academy membership

· speaking up on issues relating to family practice

· participation in legislative activities such as “Key Contact” programs 

· tracking trends impacting the profession and the Academy

Boards should have policies and procedures in place to deal with noncompliant board members.

These should to be reviewed during orientations.  It is the responsibility of the Board Chair to discuss concerns with individual board members and to ask if they need help or need to step back from an assignment.  Ignoring dysfunctional behavior risks the effectiveness of the board and can jeopardize the stability and progress of the Academy. Mentoring, buddy systems and co-chairs can help volunteers become familiar with their roles and can provide backup if changes should occur.
[image: image12.wmf]TIP:  See sample board agreements  
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    Board Members Wear Three Hats

“Difficulties arise when board members or staff confuse these hats or when board members assume that individual and collective board responsibilities are interchangeable.”

Nonprofit Board ANSWER BOOK – BoardSource

Governance Hat:

    Worn only when the full board meets, proper notice has been given, and a quorum is present.

    Governance is a GROUP act and no individual has authority to act independently.

Implementation Hat:

    Worn only when the board gives one or more of its members authority to act on behalf of the

     whole such as serving on an executive committee or board task force 

Volunteer Hat:

    Worn at all other times, when board members are involved with organizational activities as

     volunteers. While wearing this hat, they are subject to the authority of the activity chair or 

     director just as all other volunteers are…they must be cautious not to expect special privileges

     because of the board member status.
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         See Individual Board Member Responsibilities

[image: image14.wmf]Policies & Procedures

Chapter boards should determine policies and procedures that will help them operate in a consistent, ethical and legal manner.  Such policies are usually developed in consultation with the Chapter Executive, but must be approved and annually reviewed by the entire board. 

Typical policies include:

Financial


Check Signing, Withdrawal of Funds, Disbursements, Reimbursements


Acceptance of Gifts, Sponsorships


Investments


Borrowing Money


Capital Expenditures


Reserves


Endowment Fund 

Personnel


Hiring, Dismissal, Performance Evaluation, Promotion


Anti-Discrimination


Harassment


Grievance Resolution

Risk Management


Financial Safeguards


Crisis / Emergency Plan

Public Relations


Media Policy (e.g. who handles media inquiries)

Graphics Standards


Use of Logo… placement, colors, fonts ….

Board Specific Policies Include:


Conflict of Interest


Confidentiality


Indemnification


Compensation / Expenses reimbursement


Nepotism


Relationship with Chapter Executive

[image: image15.wmf]TIP: While the board approves all policies, it is advisable to develop them with staff input.
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Traditionally, boards have had Nominating Committees whose primary function was to 

select board members and propose an annual slate of candidates to hold office. Building an effective board, however, is a multi-step process that takes time and effort.     

Today, many boards are choosing to appoint a Leadership Development Committee with a much broader, year-round role.  This committee is responsible for:

1. Defining the skills and traits board members should ideally have to conduct the governance of the association.  The committee assesses the abilities, contacts and contributions of existing board members and determines where there are gaps to fill or changes to be made to more appropriately meet current needs.

2. Identifying potential board members by asking for recommendations from the association’s leaders and by evaluating committee and task force volunteers. Finding qualified prospects requires more than putting out a “help wanted” sign in publications and announcements.

3. Recruiting prospects to fill board roles by developing a list of member responsibilities and expectations and, if possible, meeting with potential members to discuss board roles and extending invitations to join the board.

4.  Orienting new members as a part of an annual Board Leadership Development retreat that is designed to “re-orient” ALL board members yearly.

5. Engaging the board members in the work of the Academy, matching their interests and talents to specific projects, holding them accountable for results and praising them for jobs well done and ideas contributed.

6. Educating board members by providing articles, books, and web site references for their edification and planning workshops and retreats to help leaders grow in their roles.

7. Rotating board members to ensure a continual infusion of new ideas and energy, while not sacrificing institutional memory.  This is most often achieved by mandating terms that allow a board to turn over a portion of its members every year…. Usually a third new members, a third continuing a second year and a third fulfilling a final year.  Exceptions would be for members who are moving into officer positions.

8. Assessing board strength by conducting periodic evaluations of the board members’ knowledge, involvement and actions.
9. Recognizing the triumphs and the attempts by board members to improve the Academy and fulfill its mission.
[image: image17.wmf]   The Key to Identifying Potential Board Members

“ The most effective boards --- those whose members are deeply committed to the organization’s mission, who bring expertise in key areas, and who represent diverse points of view --- evolve over time through careful planning”    BoardSource
To help your Leadership Development Committee assess the current board composition and to identify potential categories / members for the future, use a Board Profile Worksheet such as the one below. This is just a sample.  Customize desired skills and knowledge, character traits and representation which best fit your Academy’s needs.  

Profile




    Current Members                    Prospects____




                                 1   2     3   4   5   6   7   8   9   10  A   B  C  D  E  F
	Age
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     20-39
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     40-49
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     50-59
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     59+
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Gender
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Male
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Female
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Practice / Professional Setting
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Hospital / Healthcare Group
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Private Practice
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Urban
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Rural
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Bush
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	    Residency
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	    University –Medical School
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Qualities / Character Traits
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Respect - Integrity
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Visionary Thinker
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Articulate 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Hard Worker – Follow Through
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Areas of Expertise
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Leadership 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Financial Management
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Sales - Marketing
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	     Legislative Advocacy 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


[image: image18.wmf] TIP: Make sure any specifications relating to board composition outlined in your bylaws 

         are reflected in your worksheet… such as having a resident or faculty representative
[image: image19.wmf]   Recruiting Board Members & Lead Volunteers

Leadership Development Committee: A Checklist For Success

(    Define roles, expectations & needs before recruiting 

(    Ask for specific recommendations from board members / chairs 

(    Form a Recruitment Team within the committee & brief them on their tasks
(    Establish goals, a timetable & follow-up systems

(    Set-up mentors to help provide support and tips to new recruiters

(    Customize the “ask” for each prospect and job

(    Demonstrate return on the investment of Time, Talent, Treasure and    

        “Tendons” (work on behalf of the Academy)

(    Be Persistent… Recruitment is a PROCESS and time well spent
(    (    (   (    (
(    For Board recruiting, make personal, face-to-face appeals if possible, 

         allowing ample time for explaining responsibilities (including financial)

         and answering questions prospects will have

(    Involve the Chapter Executive to provide candidates the opportunity to 

         meet staff and get their perspectives on the Academy’s operations & vitality 

(    Share copies of Academy materials including a board roster, list of

         current programs and projects, financial data, a membership profile, etc.  

(     Encourage prospective members to talk / meet with current board members   

[image: image20.wmf]TIP: See Questions to Ask Before Accepting Board/ Committee Membership
                     See sample board agreements … these should be customized to reflect your 

        Academy’s core values, organizational culture and board expectations
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Questions to Ask Before Accepting

Board / Committee Membership

Potential volunteers should think through these issues before accepting positions. If recruits don’t ask these questions, be sure to discuss them prior to signing someone up for a role.

? Do I fully understand what is expected of me?

? Am I committed to the goals / Mission ?

? Can I afford the demands on my time, energy and resources ?

?  Will I attend meetings regularly, making the Academy a priority ?

? Am I willing to perform a reasonable amount of work outside of meetings and 

   will I put the necessary time into review and preparation ?

? Can I work effectively with other members of the board, committee, and staff ?

? Do I clearly understand the separate but supportive roles of the volunteers and staff ?

? What is my real motivation for accepting this position… is it consistent with the mission of

    the Academy ?  Will this position meet my needs / expectations ?

? Will I stick it out when the going gets tough or there are controversies ?

? Am I willing to participate in necessary leadership training, education, and development

   activities to improve my effectiveness within this group ?

? Will I be given the necessary resources to accomplish the goals of this assignment ?

? Why me ?   What can I uniquely contribute ?

[image: image21.wmf]TIP:  Discussing these questions during the recruitment and cultivation process sets up

                    expectations early, identifying and avoiding potential misunderstandings and conflict.
[image: image22.wmf]   Orientations … Are NOT Optional!

Orientations are a continuing process:

· They begin during recruitment or before a nominee agrees to serve

· A formal presentation should follow at the beginning of each year

· They continue with information and discussion at every meeting
When a prospective member is considering board service she/he needs:

· A copy of the mission statement and goals 

· An outline of current programs and activities

· Information about the financial health of the Academy

· Awareness of any challenges and concerns

· An overview understanding of roles and expectations

· A sense of the volunteer – staff relationship and support systems

A Formal Orientation program should be:

· developed by the Board Chair & Leadership Development Committee in consultation with 

      the staff

· facilitated by the Board Chair with presentations by key volunteers and staff liaisons

· at least a half day in length to cover all the necessary materials thoroughly

Don’t assume that new board members will remember all the information discussed during recruitment or will be able to retain all the details presented at an orientation.  Incorporating team-building exercises, role-playing, active discussion & mentoring can accelerate the learning curve.  

Orientations should give the new board member a quick understanding of:

· The Mission

· Why the Academy exists…how it serves members and the profession

· The Culture

· How things happen in the Academy that aren’t a part of the written manuals, timetables, job descriptions, etc.

· The Operations

· The systems and processes for safeguarding resources and people, while fulfilling mission through the annual scope of work

[image: image23.wmf]  Engaging Volunteers and Enhancing Satisfaction

It’s no secret that today’s board members and volunteers have many demands on their time and interests.  To keep volunteers actively participating and mentally engaged, it is vital to: 
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   make sure all assignments have meaningful work that link to the strategic plan
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   provide adequate resources for the volunteer to get the job done 

        Time --   Money   --  Guidance  --   Information  --  Contacts, etc.    
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  establish measurable goals to define accountability / increase sense of accomplishment
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   delegate … everyone doesn’t have to be a part of researching every decision
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  respect their time … stay focused
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  not embarrass them
                                        provide briefings, statistics, stories, and message points for complex issues

give them early-warnings on any potential conflicts, shortfalls and legislative shifts


[image: image30.png]


   recognize their contributions 


[image: image31.wmf]  Life Happens …  Have a Plan B!

Board members and volunteers may sign on to serve with all the best of intentions and then become overwhelmed with family, work, health or personal obligations.  Most associations do not have a graceful “way out” of assignments and volunteers may be forced into making a choice to resign, feeling as if they are letting the group down, or struggling through assignments receiving no pleasure from their efforts and running the risk of building up resentments, withdrawing, or failing.

· Develop a culture where it is acceptable to resign in an emergency or 

when faced with unforeseen pressures … and where the steps to take for rolling over assignments are clearly outlined and encouraged

· Create redundancy with cross-training and co-chairs for backup

· Maintain detailed timelines and task charts so it is easy to move resources around if a volunteer has to step aside

[image: image32.wmf]TIP:  See sample board agreements


[image: image33.wmf]
Leadership Development:  On-going Education

“We get so tied up in today’s needs that we don’t reserve a realistic part of our resources for  developing the talent and dedication necessary to carry out the organization’s efforts tomorrow.”




  Brian O’Connell, The Board Member’s Book
Board members frequently are selected to serve an organization because of their knowledge of a profession, the respect of their peers, and their commitment to the mission.  What they may lack coming into the boardroom, however, is detailed knowledge and experience in association and volunteer management and the intricacies of nonprofit law.  

It is critical for the Academy to provide continuing education in these areas to help board members make informed decisions and securely fulfill their fiduciary responsibilities. Some education should be a part of every meeting agenda whether it’s a guest speaker, a facilitated discussion, a video or assessment.

Educational activities might include all or a combination of the following: 
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  Workshops for both board and staff run by the Academy or other institutions
[image: image35.wmf]Articles clipped from major media      [image: image36.wmf] A board “Book Club”   
[image: image37.wmf]Discussions of understanding financials [image: image38.wmf]Online Learning

                                planning, strategic thinking, policies

[image: image39.wmf]TIP:  See bibliography, web sites and resource lists
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New board members generally look forward to their service eagerly. A goal for every board should be to maintain the level of enthusiasm and dedication members bring to the table when they first join.  There are several things boards can and should do to avoid burnout and stagnation for the Academy, as well as the individual board member.  

Facilitate CHANGE:

· Offer board members the opportunity to move to new committees and task forces periodically to avoid pigeon holing and to work in various team settings, styles and formats

· Allow board members to take a break from assignments if they wish after completing demanding tasks or challenging projects 

· Encourage board members to take on new challenges or chairmanships to try their hand at

      developing or using different skills than they may have used in the past

· Invest in the board members by sending them to workshops such as the AAFP Annual Leadership Forum to acquire new knowledge or to nurture new areas of interest 

· Appoint board members to represent the Academy with outside groups for exposure to new people, ideas and opportunities

Set Term Limits

A study of nonprofits by BoardSource and Stanford University found that 68 % of reporting organizations reported having board terms of three years, often making two consecutive terms the limit of service (The Board Building Cycle, BoardSource). Another popular approach to rotation is electing or selecting board members to serve a one-year term to start with and if the relationship is mutually beneficial, the board member may be re-engaged for several more years.

Regardless of the exact math, the principle of staggered term limits is the key for several reasons:

· The entire board never steps down at once

· The board is continually “refreshed” --  balancing continuity and turn over

· Board style and composition can more easily transition from a hands-on board to a policy/governance board, for example…or to more diverse representation

· Boards are able to gracefully rotate off members who are ineffective, disruptive, or inactive

Note:  If your board chooses NOT to rotate assignments and/or set term limits, extra diligence should be given to the group and self-assessment process to make sure the board is not carrying board members who do not contribute significantly to the Academy.  Disengaged and disheartened board members take up a valuable space that a more productive leader could be filling.

[image: image41.wmf]  Recognition:  The Value of Saying THANKS!

Everyone likes to be acknowledged for a job well done… or for making an effort, even if they fall short of the goal.  Developing a culture of appreciation, starts at the top with the Chapter Executive and the Chief Volunteer Officer setting the example.  There is nothing like a handwritten note or phone call from a leader to make a volunteer feel appreciated and motivated to do more.

[image: image42.wmf]  Setting your organization up for success

Establishing clear goals…plans of action, and measurements of success up front, before a project even begins, helps staff and volunteers know what is expected of them.  It’s hard to quantify performance if the group hasn’t agreed to criteria for achievement and celebration.  

Checklists for success may include:

· The number and/or type of people attending / participating

· Amount of money raised

· Whether or not participants enjoyed a meeting / conference / workshop and 

 if they would recommend it to others or attend again

· The amount of positive media garnered

· Outreach to new or expanded markets / member segments

· The passage / defeat of legislation 

·  New alliances and/or repositioning for the Academy

[image: image43.wmf]     Recognition is about more than just plaques and pins!

While volunteers may appreciate receiving a certificate or gift as a form of thanks, real recognition comes when the organization helps volunteers fulfill their roles or complete their assignments by providing:

· Adequate resources to do the job ---training, mentoring, contacts, enough time, $$$
· Sufficient information to make informed decisions
· Recognizing short-term wins with praise and support along the way, not just at the end of a term/project

· Acknowledging those that go the extra mile
NOTE: Many organizations are no longer automatically giving special recognition to everyone on a committee or task force…some of whom may never have shown up or contributed.  Instead, they may just list those members who were “on” a team in a newsletter or on a website, and reserve the gifts and accolades for those who attended regularly, participated in the planning and activities and whose efforts had a significant impact on the Academy’s success. 

[image: image44.wmf]TIP: see 101 ways to Give Recognition to Volunteers, Association Trends article by JP O’Connor 

               & Recognition and Motivation: How to reward people appropriately
[image: image45.wmf]  Board Self-Assessment

“Even if you’re on the right track, if you stay put, 

sooner or later you’ll get run over!”

Will Rogers

Developing a board culture that takes pride in its work on behalf of the Academy but avoids falling 

into a complacency trap requires the board be willing to invest time in assessment.

Evaluations can take several forms ranging from just sharing comments in a meeting, to simple questionnaires, to more in-depth surveys and full-blown facilitated assessment projects.  

These reviews should examine things such as:

· how meetings are conducted 

· the effectiveness of board actions 

· member understanding of the mission

· compliance with strategic plans  

· fulfillment of fiduciary roles 

· whether or not members are eager to serve on the board 

· if there is support of the governance structure  

· if policies are current and enforced 

· the quality of staff-volunteer relations…… and other areas the board seeks to re-enforce or clarify.

The Leadership Development Committee should collect and tabulate the responses to assessments and summarize findings for the entire board to discuss.  Used correctly, these assessments are a valuable tool for improving operations, governance, and image.  And while the findings may be interesting, it is the ACTION the board takes in response to the review that is critical to change for the better.

Annually, individual board members should be asked to complete a self-assessment questionnaire.  These are not meant as “report cards” but as tools to remind the member of her/his obligations, and to point out areas for improvement or where more information, training and/or guidance will be helpful.   

[image: image46.wmf]TIP: Candor is more forthcoming if responses are sent confidentially to an outside, neutral

      party who can review questions and comments and provide a synopsis to the board along 

     with recommendations for improvement.

           TIP: See sample Board and 
[image: image47.wmf]  Committees and Task Forces

To conduct the business of the Academy, the board may choose to assign governance responsibilities and projects to various work groups. The ability to establish work groups is generally outlined in the bylaws, which detail the scope of work, composition, member selection, term limits and succession. Work groups may include: standing committees, special committees and/or task forces.  

The trend today is to limit the number of Standing Committees to as few as three. Most often these are the: 

1. Executive Committee  -- usually comprised of the officers and several other board members who act on behalf of the entire board in implementing policy matters, serving as primary liaison with the Chapter Executive and conducting annual performance evaluations, and conducting delegated business;

2. Finance Committee – charged with oversight of financial policies, risk management, record keeping, investments, the budget, compliance with federal, state and regulatory requirements, and reporting on fiscal matters to the board; and

3. Leadership Development Committee – replacing the traditional Nominating Committee, with the broader charge of defining board roles and responsibilities, identifying and cultivating potential board members, recruiting members and/or holding elections, conducting leadership training and annual board assessment.

Even though these standing committees are provided for in the bylaws, their charges should be evaluated

every year and revised as appropriate to adapt to changing circumstances and needs.

Special Committees are convened to carry out the Academy’s strategic plan and may address:

1. Public Policy & Legislative Initiatives

2. Resource Development --- sponsorships, grants, fundraising

3. Marketing & Public Relations

4. Programs & Services – conferences, CME, etc….

.
Task Forces may be formed to handle short-term projects.  They are disbanded when the task has been completed.  Examples include:

1. Strategic Planning

2. Financial Audits

3. Member Satisfaction Surveys & Feasibility Studies

4. Governance Review such as Bylaws revisions & Policy Updates

5. Hiring a Chapter Executive

[image: image48.wmf]Understanding Effective Work Groups

To succeed… Boards, Committees and Task Forces need:

· Strong Leadership

· Significant Portfolios of Work

· Committed Members

· Clear Assignments linked to the Strategic Plan

· Measurable Goals.

[image: image49.wmf]TIP: Set committees up for success by having…
· Established timeframes with start and stop dates

· Adequate resources --- financial and human

· Focus for minimal wasted motion

· Continual “refreshment” with new ideas and people

Committee Dos and Don’ts

Do…

· Pick committee members carefully. Assess their skills and commitment to the mission

· Distribute assignments evenly…give every member a chance to be involved

· Establish rapport and ground rules at the outset and stay in contact between meetings

· Get full board approval when making major decisions relating to policies/$$/strategic directions

· Write committee reports to include pertinent facts without unnecessary detail

· Be available to support actions and provide additional information to the Board

Don’t…

· Create committees out of habit---have real work for members to do

· Make committees too large to be effective 

· Treat non-board members on committees as outsiders…nor promise a route to the board

· Submit reports at board meetings.  Board members need time to review materials in advance or they may waste time rehashing committee work at the meeting.

[image: image50.wmf]TIP:  See Executive Summary Template for Board Reports
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Volunteer-Staff Partnerships: The Balance
The implementation of programs is sometimes described as:

   “staff management through the use of administrative procedures based on board policy.”

Where there is domination in this process by either group – volunteers or staff – or where one 

or the other crosses the line of responsibilities, tension and/or an unhealthy dependency can develop.

Where there is a partnership and both groups work at understanding …


… what’s the board’s responsibility?


… what’s the staff’s responsibility?


… what is shared responsibility?





              …. then trust, interdependency and creative interaction can exist.

Separate but Collaborative Roles… … the difference between steering and rowing!
BOARD





STAFF

Has ultimate power and authority


Has immediate day-to-day power

Accountable to members, stakeholders,


Accountable to the board 

government & regulatory agencies      

Makes final decisions on policy
Helps board make good decisions based on complete information and manages operations required to conduct the business of the Academy within board-approved policies

Ensures financial resources
Manages the fiscal affairs of the Academy

Approves annual budget

Approves strategic plan (3-5 years)
Implements plan with assistance of volunteer                                  committees & task forces

Provides annual program oversight
Chapter Executive directs the work of other staff (defines duties, tracks, mentors, evaluates)

Shares expertise in various technical 
Educated and experienced in the professional 

and leadership areas                                                           management skills needed by the chapter

Promotes the mission and vision of


Supports the board in its PR & advocacy roles

the Academy & value of family practice   

and the practice of family medicine

[image: image52.wmf]Tip:  Review these roles at annual orientations
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To build strong and productive relationships, both board and staff need :

·     specific definitions of their roles;

·    explicit, shared expectations;

·    clear, regular communications.

Definition of Roles

Does the Chapter Executive have an updated job description detailing the scope / complexity of the job?

Are there written job descriptions for the full board, committees and individual board members? 

Are there policies in place to guide the board and staff about the chain of command, channels of communications, grievances, etc.?

Shared Expectations

Is there a shared vision for the future?

Does the Academy have a current strategic plan that is reviewed and updated annually?

Have the board / Chapter Executive jointly developed a set of performance goals for the current year? 

Was the board’s approval of the budget linked to an annual work plan that guides staff actions?

Does the board regularly assess it’s own performance in support of the Chapter Executive / Academy?

Clear and Regular Communications

Does the quality, focus, and content of information received by the board enable it to make informed decisions in a timely manner?

Is there sufficient communication between meetings to keep the board engaged and moving?

Is technology being used effectively to enhance communications and recordkeeping and to save time 

and resources?

Does the staff feel safe enough to bring results ---good, bad and indifferent – to the board for discussion and evaluation?

[image: image54.wmf]TIP: Keep these questions in mind continually –Make a formal assessment annually.

(see sample job descriptions and assessment tools)
[image: image55.wmf]Behaviors That Hinder Good Working Relationships        

By the Board




By the Staff______________________

Be difficult to reach and late to respond


Be unavailable and unresponsive

Fail to fulfill commitments within deadlines

Fail to fulfill commitments within deadlines

Forget staff are human and are asked to juggle

Fail to remember that board members have

  many tasks and priorities at the same time

  personal and professional lives to deal with, too

Agree to a course of action in private and                         Manipulate volunteers to achieve desired decisions

  change direction in public

Abandon / undermine staff when controversies

Cover-up facts/concerns about the organization

  arise

Micromanage the staff – refuse to delegate

Assume governance roles

Expect staff to interrupt their work to handle

Delay fulfilling legitimate requests from

   non-urgent spur-of-the-moment requests 

   volunteers

Forget to compliment staff on accomplishments

Forget to acknowledge and thank volunteers 

(   ?






(    ?

(   ?






(    ?



[image: image56.wmf]  Tip:  Ask board members and staff to discuss this list during an orientation session and forge

agreements of how they prefer to work.  Never assume that either the board or staff

 knows what the appropriate relationships are.  Setting ground rules at the outset minimizes surprises, hurt feelings, unwarranted pressure and turf battles.  

Tip:  Consider programs such as ASAE’s Symposium for Chief Elected Officers and Chief 
Executive Officers (information at www.asaenet.org)
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