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1. Supporting the Strategic Board Operating Model:
a. Volunteer Committees – Role and Structure, Effective Meetings

b. Committee Chair Guide--Developing and Working Effectively with a Committee

c. Sample Format for Committee Report to the Board Liaison

d.
Committee Member Position Description

e.
Additional Ideas  

2. Succession Planning – Ideas for Smooth Transitions

3. Sample Board Organization Chart – Strategic Board with Effective Committees
4. Communication Flow – from Strategic Plan through Board to Committees
An effective committee structure is critical for the successful implementation and continuing support for Strategic Board Governance.  Committees are the “workforce” of our chapters, ensuring group participation in its activities and enhancing the committee members’ opportunities to develop relationships to reap the most benefit from membership.  

Committees represent, involve and serve the members.  With committees providing the tactical implementation of the chapter’s activities, the Board can focus on developing and directing the chapter’s strategic vision and goals.  Committees are also the most important source of and training ground for the future leaders of the organization.  

Role of Committees:

The CREW Chapter Board’s Commitment to Committees should be to:

· Provide clear direction and definition of the committee’s mission, based upon the vision and goals of the Chapter’s Strategic Plan
· Recruit and train strong Committee Chairs
· Delegate appropriate and meaningful authority to committees
· Ensure that the committee has the resources to accomplish its mission
· Monitor the committee action plans as they relate to achievement of board goals
· Respect, recognize and reward the committee work
Effective Committees:

· Represent

· Motivate

· Coordinate

· Communicate

· Plan

· Implement

· Do Meaningful and Rewarding Work

· Have Fun

Effective Committees need:

· Strong Leadership

· A Clearly Defined Mission

· Motivated & Dependable Committee Members

· Meaningful and Achievable Goals and Tasks

· Support and Respect of the Board

· Opportunities to Network and Have Fun Together

Effective Committee Members Need:

· An invitation to participate
· A clear understanding of their scope of work
· Meaningful work to do
· A vision of “what’s in it for them” – the “pay-off” for the contribution
· A sense that their contribution is recognized and appreciated
· An enjoyable (fun) committee experience
Committee Structure

Committees need leadership, much like the Board of Directors.  Most committees have a Committee Chair, who is either elected or appointed by the Board of Directors.  This Chairperson may or may not have direct responsibility to the Board of Directors for reporting meeting attendance.  Most Chairpersons do not participate at the Board of Directors level, but may participate at specific meetings for discussion purposes.

Effective Committee Chairs:

· Are good communicators – able to communicate with committee members and those to whom the committee reports, and be willing to listen.
· Have demonstrated active participation and interest in the association – a good understanding of and dedication to the mission and goals of the association.
· Demonstrate leadership qualities – create positive working environments; control without dominating; delegate authority; and understand how the committee fits within the overall structure of the association.
· Respect the time commitment made by their committee members and meet committee deadlines and timeframes.  Keep the committee focused and stick to the agenda.
· Are reliable and dependable – willing to take initiative, carry out responsibilities, create orderly procedures for conducting committee business.
· Have the potential to become the future strategic leaders of the organization.
Responsibilities of the Committee Chair

· Accepts and supports the committee’s charge and mission.

· Sees that the committee has clear direction and understands its mission.

· Plans committee meetings and sets agenda.

· Attends all committee meetings.

· Recruits committee members.

· Sees that the association provides the committee with necessary resources to accomplish its mission.

· Exercises leadership – delegates and motivates committee members to participate, solve problems and make recommendations.  

· Matches committee member skills and interests with tasks to be accomplished.

· Creates an atmosphere in which committee members can get to know one another and have fun while serving on the committee.

· Serves as a leadership model for committee members.

· Helps identify, recruit mentor her successor.

· Evaluates committee efforts and communicates committee activities and accomplishments to the committee board liaison regularly.

How to Conduct an Effective Committee Meeting

For committee meetings to be effective and productive, the following should occur:

· Prepare an agenda. 

· Stay on topic.  It is the responsibility of the chairperson to keep the committee on task without discouraging participation.

· Be time sensitive.  People are using either business time or personal time to participate, both of which are valuable.

· Encourage participation.  Engage “rules” such as “no idea is a bad idea”, “no question is a bad question” and “speak freely and your comments and ideas will be given consideration”.

· Acknowledge volunteers and recognize accomplishment.

· Have FUN!

Getting Started

· Extend personal invitations to potential committee members – stressing the benefits of serving and what you think is the primary reason that you would like them to serve on this particular committee.  Potential committee members need to know:

· What they will be expected to do

· The time commitment involved

· The number and type of meetings required

· The opportunities and rewards that will result from working on the committee

· Send a welcome / orientation letter to all new committee members, reiterating the specific commitment you have asked them to make, the potential time commitment and the primary mission of the committee.  

· Provide each committee member with the following:

· Draft calendar of committee meeting dates, times, locations

· A copy of the Board’s goals for the year

· A copy of the Board’s mission for the specific committee

· An organization chart showing where the committee fits in the overall structure 

· A review of the recent accomplishments and goals of the committee

· At the first committee meeting – achieve consensus on the specific goals to be achieved and the target dates for achieving them.  From that, the committee should prepare a list of specific “tactics” for achieving the goals, and assign responsibility for those tactics to specific committee members.

Meeting Agenda

· Prepare an agenda and distribute it BEFORE every meeting.  The agenda should include:

· Date, location, starting time and expected ending time

· Major issues to be addressed indicating which will require a decision / vote at that particular meeting and which are for discussion only. 

· Identify the person presenting each agenda item.

· If the committee has established specific goals for the year, re-state them at the top or bottom of the agenda for each meeting as a motivator and as a   reminder to stay focused on the target.

· Provide written (email is a good tool) background information on the major topics to be discussed – BEFORE the meeting.

· Start the meeting with introductions and a chance for committee members to learn more about each other.

· Plan the agenda carefully – taking care to not put “difficult” or “controversial” issues back-to-back.  Start the meeting with good news and unifying topics and build in planned breaks at least every two hours.  End the meeting on an “up” or “unifying” note – restating what has been achieved and what has been agreed upon – people like to leave meetings feeling like they are part of a productive team.

· Inject fun, humor, food or drink into the meeting – to create a positive work environment.

· Reinforce how each decision and/or assignment moves the committee toward the achievement of its current set of goals.

· Follow the meeting with a written report of the results of the meeting and a list of action items and who has been assigned to take the action.  This should be distributed no later than one week after the meeting.

The Chair’s Role as Facilitator (Adapted from “Enhancing Committee Effectiveness” published by the American Society of Association Executives)

· Be a facilitator – don’t “hold court.”  The committee belongs to the association, not the chair.

· Guide, mediate, probe, and stimulate discussions.  Let others thrash out ideas; committees are not formed to validate the thinking of the chair—but to implement the strategies/activities in support of the association’s strategic plan and goals.

· Encourage a clash of ideas, but not of personalities.  Good decisions are made when committees examine all sides of an issue, but don’t let members personalize the debate.  Emotional discussion of an idea is good, but an emotional reaction to a person is bad.  When emotions are too high, return the floor to a neutral person, seek a purely factual answer, or take a break.

· Prevent one-sided discussions.

· Deal with dysfunctional behaviors.  Don’t let a person who is blocking constructive discussion ruin the committee meeting for everyone else.  Strategies for dealing with this behavior include confronting the person privately in a caring manner, pointing out the effects of the behavior, and suggesting alternative behaviors.

· Keep discussions on track; periodically restate the issue and the goal of the discussion.

· Monitor participation; control talkative members and draw out silent members.

· Promote clarity within the committee on the committee’s role and how it supports and fits within the interests of the association.

· Use well-placed questions, seek points of information and clarification, and periodically summarize to keep the discussion focused.

· Be sensitive to the feelings of members.  Look for visual and verbal cues to determine if a member is not happy with the discussion, and then deal with this.

· Keep the group focused on the central question and moving toward a decision.  Call on the least senior members first to express their views; discussions tend to “close down” after senior members express strong views.

· Seek consensus, but unanimity is not required.  Sometimes an idea is compromised by trying to get every last person to completely agree.

· Close the meeting by noting achievements.

· Tips for presiding over a meeting:

· Open the meeting on time.

· Announce the business to be conducted.

· Recognize members who are entitled to talk; discourage interruptions and multiple conversations.

· Restate the issue to be voted on before calling for a vote, and explain the consequences of the vote.

· Put all issues to a fair vote; don’t make assumptions about how committee members feel.

· Announce the results of actions taken and explain the follow-through to be taken and by whom.

· Help expedite business.  Don’t let discussions drift or go on too long.

· Stay with the agenda.  Seek the full committee’s agreement to change the agenda once it has been announced.

· Close the meeting on time; seek the committee’s agreement regarding extending the time if necessary.
COMMITTEE NAME:

COMMITTEE CHAIR:

DATE:

Instructions:  The purpose of this report is to bring the Board Liaison, and through her the entire Board, up to date on key committee work and to tie all committee work to the strategic plan of the association.  Where necessary, provide background materials or rationale for recommendations to be approved by the Board.

COMMITTEE MISSION AND GOALS FOR THE YEAR:

(List in bullet format)

KEY TACTICS ESTABLISHED TO REACH GOALS:

(List in bullet format)

ACCOMPLISHMENTS SINCE LAST REPORT:

(List in bullet format)
ACCOMPLISHMENTS PLANNED FOR THE BALANCE OF THE YEAR:

(List in bullet format)
ITEMS REQUIRING BOARD – SPECIFIC POLICY RECOMMENDATIONS, AND/OR PROGRAM CHANGES WITH SIGNIFICANT FINANCIAL IMPACT

(List in bullet form and provide attachments with explanations and rationale.)

NEXT COMMITTEE MEETING:

Committee Member Position Description (Also adapted from ASAE)

Basic Function

Reports to the committee chair.  Actively participates in the work of the committee; provides thoughtful input to the deliberations of the committee; focuses on the best interests of the association and the committee rather than on personal or constituent interests; and works toward fulfilling the committee’s goals.

Responsibilities

· Reviews all relevant material BEFORE committee meetings.  Makes contributions and voices objective opinions on issues.

· Attends committee meetings.

· Carries out individual assignments made by the committee chair.

· Works as part of the committee to ensure that the committee proposes policies and/or develops programs, products and services that help the association’s strategic goals.

· Serves as an “ambassador” of the committee to other members of the association.

· Be consistent with the date and time for committee meetings (e.g. last Thursday at lunch) and publish the schedule in advance, in the newsletter, in the website, so members can make plans to attend. Don’t whipsaw the meeting time and location to suit various committee members; if someone can’t attend, hold the meeting anyway.

· Committee’s must report to the board liaison so the board is informed of activities and committee and chairs receive recognition for their efforts. This helps keep the board from “meddling” in committee work.

· Board commitment to letting committees do their job is very important. If the board is not committed to developing and recognizing committee chairs, you won’t succeed (note Philadelphia as exception where committee chairs are board members; this structure can still be effective if the board member knows which hat to wear in committee meeting versus board meeting and there are adequate committee members).

· Recognize committees and chairs in public – at meetings, in the newsletter – whenever possible. Give them the spotlight too.

· For some tasks, it’s best to not call them committees – call it a task force and pull people together for a short, defined activity. 

· Although many committees can work quite effectively via phone or e-mail, personal contact is also very important for networking and relationship building – consider having at least one “meeting” which is just social to “celebrate” the successes.

· Remember that you are in CREW to build relationships – ask for help from a member you want to meet or get to know, someone you would like to do business with or you think might find a relationship with you helpful to their business (you’ve got to give to get!).

· Standing committees (programs, sponsorship, membership, etc.) should be a “living being” not an annual “event”. Good committees continue planning into the future year(s) consistent with board goals and visions. They do not stop planning events or stop recruiting members in December and wait for the next committee chair or board member to arrive.

· Consider appointing a chair and a co-chair; share the work and create succession planning for the committee; plus, you now have a committee of two!

· Board members should attend some committee meetings but not overshadow the chair or other members. Board members are there to stimulate discussion, provide guidance in the event of a “Is this consistent with our goals?” issue and support the committee chair. They are a resource for the chair and committee.

Planning for the next board is not something that should happen only during the 6 weeks before elections. It’s also not only the responsibility of the Nominating Committee Chairperson (often the Past President). Planning for the future of your CREW Chapter is the responsibility of every board member and committee chair.

· While it may not be a “done deal”, there should be a clear path that members of the organization see to reaching a position on the board. This can be done through setting forth both formal and informal criteria for board service (for example, having served as a committee chair, having served in certain roles before being elected to president-elect). Board handbooks, job descriptions, etc. all help.

· It is important for the organization to continue to have new people in leadership roles and to give new members opportunities to achieve leadership roles. Thus, it is important to have turnover on the board, but not everyone at once and not critical people without a backup. Turning over 30-50% of the board, depending on how large the board is, each year is good. This allows for some history, but brings in new ideas.

· Each chairperson (and co-chair if you have them) should be charged with finding a successor.

· Having a rewarding role for board members once they transition off the board is important. Many chapters have a “Past President Council” but other board members need a role too.

· The President-Elect should participate very actively on the nominating committee   – they have the highest interest in who will be on their board.

· Consider calling the committee “Board Development” or “Leadership Development” rather than “Nominating” and meet at least three times a year, perhaps inviting committee chairs or other board members to the meetings to discuss candidates and identify future.

· Achieving a board position or being president is not an entitlement; the organization (nominating committee) needs to find the best leaders for the organization, not just those who have done their time or stepped up. Sometimes people are not successful as committee chairs and will not be a good president or board member. It’s important to give them honest and constructive feedback, point them in the direction of training to enhance their skills, etc.

· A chapter can probably survive one, maybe two, years of weak leadership. Beyond that, recovery is a very challenging path.

· Good succession planning and knowing who the future leaders are will give you backups in the event that someone who was on the presidential or board track moves, has a life change, etc.

· Maintain a spreadsheet/chart of possible board candidates (could expand this to committee chairs) with information on past service, member interests, etc.

· Being a member of the board should not be perceived as “work” but as an honor and a reward for having contributed to the organization; thus, having effective committees is so important.

· Evaluate the chapter budget for investment in sending future leaders to CREW Network Council Meetings and Chapter Training to give them skills and ideas (how can you leave one of these meetings without being inspired!)

· Moving to the Strategic Board sometimes results in board members feeling disconnected or out of the loop of information. Thus, reporting from committee chairs to board members and a summary report from the board member to her peers is very important (for CREW Network this is the Management Report that lets the board know what’s going on without making it an oral report during the board meeting). An administrator, or CREW Network, can compile the reports into one document so the board receives one consolidated report. Firm deadlines should be set and peer pressure (and off-line coaching by the president) will bring “non-communicating” board members into the program.
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