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Working with Boards of Directors

Editors Note

In the private as well as the public sector, volunteer boards of
directorsare being increasingly recognized as contributorsto the
success of family planning organizations. Organi zations that work
with aformal board of directors, or alessformal advisory or
managing board can benefit from the broadened vision, experience,
and skills that aboard provides.

All boards of directors have similar roles and responsibilities. A
board of directors can help an organization plan its strategy and make
critical decisions; provide effectivefinancial oversight to ensurethe
stability of the organization; servetheinterests of the community and
government; and influence public policy in waysthat promotethe
mission and goal's of the organi zation.

Thisissue of The Family Planning Manager examinesthe
major roles and responsibilities of volunteer boards and provides
advice on how executive directors and board members can create
productive working relationships and jointly guide the organization
toward achieving its goals. A special supplement to thisissue, the
Pocket Guide for Improving Board Performance, provides
guidelines and checklists designed specifically to help board
members carry out their responsibilities and to strengthen the
effectiveness of the board asawhole.

The guest editorsfor thisissue are Bill Newbrander, Deborah
Ruhe, Michael Hall, and Saul Helfenbein. Bill Newbrander isa
Health Economist and Senior Associate of the Health Financing
Program at Management Sciences for Health. Deborah Ruhe,
formerly Senior Family Planning Management Advisor to the FPMD
project, isnow the Executive Director of Fenway Community Health
Center in Boston. Michael Hall isa Senior Associate on the FPMD
project. Saul Helfenbein isthe Deputy Director of MSH’ s Population
Program. They have all worked extensively with boards of directors
in family planning programs around the world.

—The Editors




Working With Boards of Directorsto
Strengthen Your Program

Ingtrivingtobecomesustainable, family planningorganizationsneedto
continually reassesstheir contributiontothenational family planning
program. Astimeschangeandasthenational programevolves, family
planningorganizationswill findthat they needtobecomeincreasingly
sophisticatedinadapting their programsand servicesto meet theneedsof
thecommunitiesthey serve. Organi zationsthat succeedinthisendeavor
oftencanthank theexpertiseof their professional staff and senior
management for keeping themattuned to changing needsand makingthe
changesinservicedelivery tokeep upwiththechangingenvironment.

Thetasksof managerial andtechnical staff, however, canbemade
easierif they haveadedicated, activeboard of directorswithdiverse
backgroundsand experienceswho can provideguidanceanddirectionfor
themany difficult decisionswhichtheprofessional staff needtomakein
keepingtheir organizationsrobust, responsive, and effective.

Boardsof directorscanbepositiveinfluencesontheorganization.
However, they canal so beimpedimentsto change. Members, whoare
usually volunteers, caninterferewiththeroutinetasksof professional staff.
Frequently, when board membership extendsover many years, board
membersmay feel that their roleasavol unteer entitlesthemto special
perquisites. Onoccasion, instead of being thereto servetheorganization,
they may feel that theorgani zationistheretoservethem.

Suchrolereversalsoccur whenboardsof directorsareestablished
without clearly definingtherolesof themembersandtheir rel ationshipwith
theprofessional staff, especially withtheorgani zation’ sexecutivedirector
and senior staff. Whennew membersarenot recruited or whenmembers
donot keep upwithnew approachesto carrying out board functions, the
board can becomean obstacletorather thanaforcefor sustainability.

M anagerscan alsoreducetheeffectivenessof theboardif they seeboard
membersascompetitorsindecisionmakingorincarryingoutvital
functionsintheorganizationrelatedtoquality assurance, resource
alocationandutilization, andlong-termplanning.

Bothfamily planning managersand board membersneedtowork
together collaboratively and usetheir mutual strengthstoenhancethe
sustainability of theorganization. Thisissueof TheFamily Planning
Manager focusesontherolesandresponsibilitiesof boardsandtheir
rel ationshipto senior management. It discussesthereasonsboardsare
necessary, how they canbest contributetoanorganization’ swell being,
andhow they carry out their many rol esto servethegoal of sustainability |
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guiding the organization.

mission and achieveitsobjectives.

Why Do Family Planning Or ganizations Need a Board of Director s?

Boardsare often required by law. A board of directorsis often alegal requirement for a
nonprofit or for-profit organization. Organizations that serve the public and do not operate for any
individual’ spersonal gain are usually eligiblefor special concessionsand immunities, such astax
exemptions. These organizations are usually required to have agoverning board to ensure that the
activities of the organization continue to focus on serving the public.

Boar ds provide oversight functions. In exchange for indirect financial assistance from the
government, governments often require that a group of individuals voluntarily serve on aboard of
directors and act as guardians of the “public trust.” This structure makes the organization’s
management accountable to a diverse group of people who have the general interest of the
organization at heart, are not directly involved in the individual activities of the organization, and, due
to the voluntary nature of the board, can effectively provide financial oversight since no personal
financial gainisinvolved. Thisability of the board to remain objectiveiscritical to itseffectivenessin

Boar ds promotetheorganization’s cause. In addition to fulfilling legal requirements, afamily
planning organization needs aboard of directors made up of individuals who support the
organization’ smission, believein it, and seek to promote it. Advocating for the organization and its
cause is an important function of the board and involves promoting the mission and goals of the
organization within the community and with the government.

Boardshelp toraisefunds. The ability to raise fundsis an important measure of aboard’s
effectivenessin serving an organization. Board memberswho are influential in the community can
often successfully elicit major contributionsfrom avariety of private and business sources. Building
an active group of financial supporters who regularly donate money to the organization will increase
the resources available to implement programs, making it easier for the organization to fulfill its

Under standing the Purpose
of aBoard

Nonprofit organizationsoften haveaboard of
directors(alsoknownasaboard of trustees, governing
board, or oversight board) madeup of volunteerswith
diverseskillsandexperience. Inthisissue, wewill use
theterm*theboard” torefer tothesedifferent typesof
boards, meaningagrouping of individual trusteesor
directorswhoareresponsiblefor ensuringthelong-term
viability of theorganization.

A boardisthepolicy- and strategy-setting body of
anorganization. How aboard definesand assigns
responsibilitieswillinfluencehowwell anorganization
canadapttochanging conditionsand, ultimately, will
influencethesuccessandsurvival of theorganization.

Theboardhasseveral key areasof responsibility

The Family Planning Manager October/November/December 1994

induding:
» Deveopingastrategicplan;
»  Supportingtheleadershipandgrowthof the
organization;
*  Providingfinancid oversght;
*  Maintainingcommunity andgovernment
relations,
»  Ensuringthat high-quality servicesare
provided;
* Managingitsownboardactivities.
Theboardrepresentsan organi zation’ sleadership
andownership. Itistheboardthat isultimately
responsiblefor guidingtheorganizationandensuringits
viability. Thisinvolvesarticulatingthemissonandvaues
of theorgani zation, protectingand expandingitsassets,
andensuringthatit provideshigh-quality services.




Boardsof directorsworkingonbehalf of family anappropriatedirection. Or, board membersmay be

planning organizationsaroundtheworld havebeen overlyinvolvedintheday-to-day operationsof the
instrumental increating effectivelinksbetweentheir organizationsothat they interfereand meddlewiththe
organizationandthecommunity, and betweentheir rolesof senior management. Effectiveboardshelpto
organizationandthegovernment. However, boards guideand support theorgani zationrather than manage

oftenareeither notinvolvedenoughortooinvolvedin itsday-to-day affairs. m
theoperationsof thefamily planning organization. For

instance, theboard may not beactiveenoughin

devel opingtheorganization’ smissionandhel pingitto
focusonitslong-termgoalstoensurethatitismovingin

Matching the Role of the Board with the Stage of Organizational Development

New family planning organizationstypically start out with asmall number of clients, asmall
budget, and few staff. These start-up organizations may have an outside advisor who helpsthe
executive director to plan programs and make decisions. At some point, organizations formalize their
relationship with their advisors by creating a managing board or board of directors. In the early years,
the board is often composed of the founding members of the organization who work on a volunteer
basis at the grassroots level. But as organizations grow, their needs inevitably change. More mature
organizations often operate at the wider regional or national level, serving alarge number of clients
through a network of service outlets. They manage large budgets and employ greater numbers of
staff. These more mature organizations will require the input of alarger board made up of members
with the special skills needed to establish and shape the mission and policies of the organization. The
following table presents a summary of the different types of boards that are appropriate for
organizations at three different level s of development.

Stage of
Organizational Type of Board Board Functions
Development
Emerging Informal group of community Works directly with staff who carry out the
volunteers daily work of the organization.
Growth/ More formal advisory board or Overseesdevel opment of organization’s
Consolidation | small board of directors mission, policies, and operations.
Sustainable Large board of directors with Shapesmission and policies, raisesmoney,
established sub-committees and overseesorgani zation’ sfinancial and
programmatic performance.
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Understanding the
Responsibilitiesof a Board

Board members of private for-profit organizations,
non-governmental organizations (NGOs), and
parastatal organizationsare usualy volunteers. They
agree to serve an organization because they believein
the goals and objectives of the organization and the
way in which the organization operates. Board
memberswho work in family planning or health may
feel that serving on the board of a particular
organization allows them to do things they cannot do
intheir ordinary professional work. Other members
from the business community may join the board
because of adesireto do public service. In all cases,
in order to be effective, board members need to
maintain the voluntary nature of their commitment to
the organization.

Since board members are volunteers, their
activities should be part-time, short-term, and limited
to well-defined areas of governance and oversight.
Membership should rotate regularly in order to bring
in memberswith new viewpoints and experience.
Board members need to recognize when the base of
skills and experience on the board needs to be
expanded. For instance, when the organi zation begins
to deal with issues such as adolescent sexuality or
integrating health and family planning services, it may
need board members with experiencein these areas.
The board must decide what types of skillsand
experience are needed and find new memberswith the
necessary background so that the board can serve the
needs of the organization more effectively.

To be effective, board members must have a clear
understanding of their own rolesand responsibilities,
aswell asthose of the executive director and senior
management. When aboard isfunctioning well, its
members support and guide the organization by
asking pertinent questions about where the
organization isgoing, the effectiveness of the services
it provides, and the financial strength of the
organization. Boards should not beinvolved in day-
to-day operations or try to implement their own
programs or policies.

The six major responsibilities of aboard of
directors are developing a strategic plan, supporting
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the leadership and growth of the organization,
providing financial oversight of the organization,
mai ntai ning good community and government
relations, ensuring that quality servicesare provided
by setting high performance standards and val ues,
and managing its own board activities. The
following sectionsdiscusstheseresponsibilitiesand
clarify therole of the board and the organization’s
senior management. For practical guidelinesand
checklistsfor improving board performance and
board and staff relations, please refer to the
accompanying Pocket Guide for Improving Board
Performance.

Strategic Planning

Because the board of directors assumesalarge
share of the responsibility for the success of an
organization, it must providethecritical link between
the organization and the outside environment inwhich
the organization works. It must also ensure that the
organization reaches the population it intendsto serve,
and servesthe needs of itsclients. Tofulfill this
function, the board should help the executive director
to establish astrategic planning process, should
participatein the process, and should gpprove thefina
strategic plan.

Formulating the mission statement. The board
must work with the executive director to formulate
the organization’ s mission and decide whether
particular activitiesand servicesfall withinits
expressed mission. The mission statement should
define what the organization isand why it exists. It
should clearly articulate the organization’ smain
purpose and values, and identify the principal
beneficiaries of itsactivitiesor services.

A good mission statement articul ates the overall
goal of the organization to everyoneinside and
outside the organization. It is used to guide
strategic, long-term planning and helps to keep the
organization focused during both smooth and
turbulent times. The absence of amission
statement, or having one that is unclear, may cause
confusion inside the organization asit facesvarious
difficulties, or it may result ininappropriate
decisions. For amission statement to be useful, it
should be reviewed periodically to ensure that it
reflects the current environment in which the



organization operates and the changing needs of the
peopleit serves.

Developing the strategic plan. The strategic
plan charts the direction that the organization will
take over aperiod of three, five, or ten yearsto

achieveitsgoalsand objectivesand fulfill itsmission.

In developing a strategic plan, the board and the
staff of the organization will need to analyze the
internal and external environment, identify
opportunitiesor limitationsto fulfilling itsmission,
and consider itsinternal strengths and weaknesses.
Thisinformationiscritical to developing strategic
goals and establishing strategies and programs
designed to fulfill the organization’ smission.

The board should help the executive director in
devel oping the strategic planning process and
provide guidance and input to the plan. The board

can be particularly effectivein providing and
analyzing information about the external
environment, current trendsin social policy, or new
financial opportunities. Becausestrategic planning
takestime and effort, several sessionswill need to
be scheduled to complete all the strategic planning
steps, including gathering program information,
discussing current and proposed programs,
projecting thefinancial resourcesthat would be
needed to implement the programs, prioritizing
programs, and finalizing the plan. The board must
formally approvethefinal plan, be committed toit,
and support its implementation. For further
discussion on devel oping amission statement and
program strategy, please refer to Volume lll,
Number 1 of The Family Planning Manager,
“Learningto Think Strategically.”

StrategicPlanning

Boar d Responsibilities

Management Responsibilities

and develop aschedul e for completing the plan.

Form strategic planning committee. Define process

Participate in strategic planning process.

Devel op the organi zation’ s mission statement.

Help the board define the mission statement by
soliciting input from other staff and
communicating their ideasto the board.

that will help in considering strategic options.

Provideinformation from the external environment

Coallect and analyze program and service data, and
present results to the board.

Make strategic decisions.

Recommend strategicoptions.

plan and budget.

Approve operational plan and budget that reflects
strategic decisions. Periodically review operational

Develop the operational plan and budget for board
consideration. Implement the operational plan.

Organizational Leadership and Growth

Organizations need good |leaders and adequate
resources. Boards are responsible for recruiting and
supporting a dynamic director who can provide
vision and leadership to the organization. Boards
also must help raise the funds needed to support the

programs and services provided by the organization.

Hiring and evaluating the executive director.

The executive director acts as the bridge between the

board and the staff of the organization. She or heis
designated to act on behalf of the board to

6

implement its decisions. The executive director is
given the authority to hire, organize, and supervise
the staff of the organization, develop appropriate
policies and procedures, and allocate resources
within budgetary guidelines. When looking for a new
executive director, the board must assess the
organization’ s specific needs, then seek aqualified
individual who has the skills and experience to guide
the organization in meeting those needs. The board
should also periodically evaluate the performance of
the executive director in carrying out the decisions of
the board and other assigned responsibilities.
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The Role of Board Membersin Development and Fund Raising Activities

e Work with other board members and with management to create an ongoing devel opment and fund-
raising program.

e Establishthe goalsand priorities of the development and fund-raising program based on the
organization’ s strategic plan.

e Assistinformulating alist of prospective donors.

e Estimatethegiving potential of prospective donors.

e Demonstrate commitment by being the first to contribute to the organization.

e Cultivate and solicit major prospective donors and demonstrate the organi zation’ s strengths and
accomplishments.

e Represent the organization to the community by discussing significant devel opments and speaking to
community groups about the organization’ swork.

e Keeptheorganization’s management fully informed of devel opment activities and contacts so they pursue
funding possibilities.

» Establish arange of gift options that can enhance fund raising success.
These might include:

e Membershipfees;
e Annual donations;
e Grantsfor special projects.

Supporting the growth of the organization. equipment or facility improvements, or acquiring
The board can support the growth of the targeted fundsfor very specific projects or special
organization by raising additional fundsfor setting programs. Fund raising may also be used to establish
up new programs and services and making capital an endowment through income from interest,
and other improvementsthat will help the dividends, rental of real estate, and contributed gifts
organi zation both to serve the needs of the whichwill help providefor futureinstitutional needs.
population effectively and to operate more Toraisefunds effectively, board members must
efficiently. Fundraisingtypically involvessoliciting persuade prospective donors of the importance of
annual contributions to cover operating costs, the organization’ swork, and continually cultivate
organizing campaignsto fund specific capital their goodwill and interest in the organization.

Organizational L eader ship and Growth

Boar d Responsibilities M anagement Responsibilites

Hire and evaluate the executive director. Provide the board with information on
organizational needs.

Identify new financial resourcesto allow the Develop budgetsthat identify thefinancial
organization to implement itsmission and resources necessary for implementing programs
programs. that serve to accomplish organizational goals.

Solicit financial contributionsthrough donations, | Develop mechanismsto help board membersraise
grants, and contracts. Make financial funds. Identify funding sources and prepare
contributionsto the organization. requests for board approval.
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Financial Oversight

The board has the ultimate responsibility for the
financial viability of the organization. Inthe early
stages of an organization’ s development, the board
may bein charge of formulating financial policiesand
monitoring all major financial and investment
decisions. Asthe organization evolves and matures,
the board will need to focus more on controlling
costs, evaluating the economic environment within
which the organization operates, and deciding how
that environment affectsthe organization’ sability to
achieveitsgoals.

Thisoversight function consists of threemain
responsibilities. First, the board hasto determine the
financial goals of the organization and monitor
management’ s progressin achieving those goals.
Second, it needsto establish sound financial policies
and monitor whether the organization’ s activities
adhere to those policies. Third, the board must
review the organization’ sfinancial control systemsin
order to safeguard the resources of the organization.
In addition, most organizations are required to
comply with donor or government regulatory
provisions. To comply with these regul ations, the
board should arrange for afinancial audit to be
conducted by alicensed independent auditing firm at
least annually or as otherwise required.

Monitoring the organization’sfinancial
position. While the board’ srolein helping to
increase revenuesiscritical to thefinancial well-
being of the organization, the board must also
develop policiesfor reducing or controlling the cost
of programs and services. Increasing the efficiency of
management systemsis one way that an organization
can reduce costs while maintaining the quality of the
servicesit provides.

To provideeffective financial oversight, boards
often create a special finance committee made up of
memberswith experienceinfinancial management.
The members of such acommittee should know the
proper questions to ask, what information to review,
and how to analyze and use the information to make
financial decisions. If the organization has anumber
of large programs, or programs funded by different
donors, the board may need to review each program
individually. Inany case, al financial information
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should be reviewed in the context of the
programmatic results achieved during the period
under review.

At each board meeting, the board will need to
receive certain financial reportsthat detail the
organization’ sincome, expenses, and any surplusor
deficit. Thereportsshould highlight any deviations
from the budget, projected revenues, and any actions
management is taking to correct those deviations.
The board must know how to review and interpret
threekey financial documents:

» A cash flow projection worksheet. This
worksheet usually coversa12-month
period and showsall anticipated financial
obligations and expected cash revenues
based on the existing work plan and
budget. Thisworksheet helpsto reveal if
therewill be any periodswhen fundswill be
insufficient to cover expenses. The
worksheet should be updated each month
to reflect any changesin cash projections.

» A balance sheet. Thisreport showsthe
financial position of the organization at a
particular point in time. It summarizesthe
organization’ sassets, liabilities (debtsor
payables), and reserves (equity or fund
balance), which the board can use to assess
thefinancial stability of the organization
and to see whether itsliabilities can be met.

* Anincome statement. Also known as a
profit and loss statement, this report
presents an analysis of the net income or
deficit of the organization over adefined
period of time. The board can usethis
report to assess the overall financial
performance of the organization by
comparing actual income and expenditures
with the budget. It can also be used to
compare current income and expenditures
with those of the previousyear. Using this
information, the board can advise the
executive director to revise budgets or
work plans or to take actions to reduce
costs by changing fee structures or
increasing programefficiency.
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Capital investments should also bereviewed by
the board. Since any capital investmentswill have
long-term financial implicationsthat will affect the
operating costs of the organization, these potential
acquisitions should be scrutinized to determine
whether they are consistent with the organization’s
mission and strategic plan, and whether they are
financially sound.

Keeping your board well informed. The
executive director should make sure that the board,
or the board’ s finance committee, receivesthe
following information on aquarterly basis:

* A report of revenue and expenses (income
statement) compared to the budget, with
explanationsof any significant variance;

* A cashflow projection update.

* A balance sheet showing thefinancial
position of the organization at that time;

* A report on the number of current clients
compared with the number projected, and
compared with the number in same period
of the previousyear, and in previous
guarters of the current year;

* A report on information, education, and
communication (IEC) activitiesand
outcomes,

* Areport onfund raising activitiesand
results;

* A report on public and community affairs
activitiesand results;

e Alistof critical issuesthat might affect the
stability of the organization.

Financial Oversight

Boar d Responsibilities

M anagement Responsibilities

Approvetheformat and frequency of financial and
programmatic reports.

Recommend format for financial and
programmatic summary reports for board

approval.

Analyzefinancial information relativeto
programmaticactivities.

Provide accurate financial and programmatic
information to the board and alert board members
to any concernsthat could put the organization at
risk.

Makerecommendationsfor improvement.

Propose changes or corrective actionswhen
necessary or when directed by the board.

Community and Gover nment Relations

A family planning organization serves
communities made up of peopleliving within defined
geographic areas. It may serve these communities
alone or in conjunction with other public or private
organizations. How well the organization relates to
the community groups and other governmental and
non-governmental agenciesaffectsthe organization’s
successand effectivenessin delivering services. By
determining and addressing the needs and interests of
different community groups, the board can help the
organization maintain good relations with the
community as awhole. The board should also work
to maintain good relations with the government,
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communicate the mission and goals of the
organization to the public, and promote and propose
changesin public policy that will help further the
goals of the organization.

Responding to theinterests of the community
and thegover nment. Maintaining amutually
beneficial relationship with the community should be
agoal of all strategic plans. A family planning
organization isin a better position to address
community needs when at least one person from the
community serves on the board. Having community
representation on the board will promote good
communication between the organization and the
community and will ensure that community needs,



concerns, and service opportunities are not
overlooked. An open communication process a so
can lead to more effective ways of providing family
planning servicesthat are appropriate and acceptable
to the community. Accessto comprehensive
information on the community also empowers boards
to make better decisions. The organization’ s staff
should periodically provide the board with updated
information on the characteristics of the community
aswell aswith information on how the services are
perceived by the community.

Good relations with the government are also
important. Because the public sector playsamajor
roleinfamily planning, it isessential that the board of
aprivate organization cultivates agood relationship
with government departments and agencies. Having a
representative from the public sector on the board
allows the organization to develop a strong and
supportive relationship with the government and
facilitates communication about i ssues that might
affect the organization’s programs. A good
rel ationship with the government a so provides an
opportunity for the board to be more effectivein
lobbying for changesin legislation and regulations
that will help to promote the organization’ sinterests
or in preventing legislation that would be detrimental
to the organization’ smission.

30-Second Quiz for Board Members

1. Can you describe the communities
served by your organization?

Do you know the health needs of
those communities?

Do you know therole of your
organization in relation to that of
other organizations providing
services to these communities?

How isyour organization'srole
integrated with that of other
organizations?

2.

Articulating the organization’s goals and
programsto the public. The board can play a
critical rolein making sure that the community is
informed about the organization’ slong-term plans,
available services, and the feesfor those services.
A well-informed community will not only usethe
organization’ s services but will also support its
mission and goals.

Part of the board s role isto promote the
organization. By helping the organization to develop
amarketing plan and promotional campaigns, the
board can greatly increase the organization’ s ability
to reach all of its potential clients and at the same
time promote the image of the organization in the
government and among potential donors. Promo-
tional activities should focus on communicating the
benefits of the organization’ s servicesto the
community, the cost-effectiveness of its services, and
the achievement of public policy goals.

The Board’s Rolein Public Affairs

The manner in which an organization
promotesitself to the public will have far-
reaching effectson its ability to further its
mission, maintainfinancial stability, andkeep
good relations with the community. The
board can help to promote the goals of the
organization in thefollowing ways:

Provide guidance on the development of a
public affairsprogram.

Review, approve, and support the
organization’ slong-term public affairs
program.

Work with the organization’s staff to
develop promotional campaigns.
Work with the organization’s

management to promote the organization
and its achievementsto potential donors.

Select board memberswith experiencein
publicaffairs.

10
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Proposing changesin public policy. Board
members are chosen because of their special skills
and their reputation and stature within the
community. For these reasons they are often ableto
influencenational andlocal politiciansand members
of the press. The board can develop apublic affairs
strategy that includes contactswith high-level
officialsand directors of other organizations. Having
such astrategy will help to further the organization’s
mission and influence public policy, both of which
will help the organization to achieve its goals.

Board members’ activities can include writing
lettersto legislators, lobbying legislators and policy
makers on issues important to the organization,
speaking at community meetings, and explaining the
mission and goal s of the organization to friends and
influential colleagues. Management can assist board
members by keeping them informed of public policy
devel opments affecting the organization, dissemi-
nating this information to the board and staff,
working with the media, and coordinating volunteer
activitiesthat deal with public affairs.

Community and Gover nment Relations

Board Responsibilities

Management Responsibilities

community are being met.

Confirm that the interests of the government and the

Collect and analyze information on client needs
and make sure those needs are being addressed.
Keep the board informed of policy changes and of
legislation affecting the organization.

Articulate the organization’s missions, goals, and
programs to the public.

Develop promotional materials and make sure
that the board is fully informed of the
organization’s programs and services.

Propose changes to public policy that might help
promote the organization’s mission and programs.

Identify priority issues, develop strategies, and
plan activities.

Service Quality

Organizationsthat providefamily planning and
reproductive health services must strive to deliver
high-quality services. Itisthe board’ sresponsibility
to hold professional staff to the highest standardsin
providing these services and to support themin
making necessary improvementswhen they are
needed. Many boardsfeel uncomfortable with this
role, are uncertain about how to carry out this
responsibility, and may think that only medical
professionalsare qualified to oversee service quality.
One way that the board can ensure that high-quality
services are being maintained isto establish and
support a continuous quality improvement (CQI)
program. The board should set the goals of the
program, review the results, keep in close contact
with the community to learn about any complaints,
and make sure that necessary actions to improve
servicequality areimplemented quickly.
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Supporting continuous quality improvement
efforts. Many family planning organizationshave or
areinitiating ongoing quality improvement
programs. These quality improvement programs
require new ways of thinking, awillingnessto
change, and support from senior management and
the board of directors. It iscritical for the board to
approve and support this process if it isto be
successful. The board must assign high priority to
the quality improvement initiative, communicatethe
importance of theinitiative to the organization, and
provide adeguate resources to make the process
work successfully. Most important, the board must
be prepared to accept the changes that result from
the quality improvement program. For more
information on devel oping a continuous quality
improvement program, please refer to Volumell,
Number 1 of The Family Planning Manager, “Using
CQI to Strengthen Family Planning Programs.”
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Reviewing service quality. The board should
receiveinformation from theorganization’s
management that allows board members to assess
the quality of services. Thismay include service
delivery summary reports, client satisfaction surveys,
evaluation reports, and any other studies dealing
with the quality of services. When the need for
quality improvementsisidentified, the board should
support and strengthen the ongoing continuous
quality improvement effortswithin the organization
to resolve the problems.

Ensurethat the interests of community and
government are being met. To ensure that an
organization is meeting community needs and that
the community isinformed about the services
provided, it isimportant to make sure that at least
one person from the community serves on the board.
Thiswill allow accessto information about the
community and ensure that thereisalways aforum
for presenting community needs, concerns, and
opportunities. It will aso help the board to assess
community needs and seek solutions to community

health problems and make sure that the organization
offers services that are appropriate and acceptable to
the community. Maintaining arelationship with the
community ismutually beneficial andisan ongoing
process. Information about the community should be
periodically reviewed and updated and i nput about
the organization’ s service to the community should
be continually gathered.

Government relations are a so important. Because
of thelargerole of government, it is also important
for a private organization to cultivate itsrelationship
with government departments and agencies that may
have certain oversight, regulatory, licensing, or
funding responsibilities. Asleadersin thecommunity,
the board members are an important means for the
organization to promote itself with the government.
Having a good relationship with the government
provides an opportunity for the board to lobby for
changesin legidlation and regul ationsthat will be
helpful or to prevent legislation that is detrimental to
the organization’ smission.

ServiceQuality

Board Responsibilities

Management Responsibilities

Develop policies that emphasize the importance
of quality.

Develop clinical guidelines for the delivery of
high quality services.

Support continuous quality improvement efforts.

Implement a continuous quality improvement
process.

Management of Board Activities

A board must have procedures that allow it to
carry out itsresponsibilities effectively. It should also
beinvolved in activitiesthat help the board members
stay interested and well-informed about the
organization’ swork. Among other responsibilities,
board members need to periodically review the
composition of their board to make surethat it is
made up of peoplewith diverse skillsand experience
that are needed by the organization. Asthe
organization grows and changes, the board will need
to recruit new board members. To conduct its
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business, the board must create committees, such as
afinance committee or apublic affairs committee,
which permit board members to work on special
issuescritical to the organization’ sfuture. Finaly,
the board must periodically evaluate its own
performance, and make changesto increaseits
effectivenessin serving the organization’ sneeds.

Recruiting and selecting board members. Itis
important for the board to be made up of members
with diverse backgrounds, skills, and experience.
Thiswill secure for the organization a broad base of
community support and professional experiencein
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areas such as fund raising, family planning service
provision, and management. Many boards have a
small nominating committee that searches for new
candidates to serve on the board and presents a short
list of qualified candidates to the full board. Manage-
ment’srole in this activity should be to help deter-
mine the kinds of skills and experience needed by the
board to help the organization to achieve its goals.

Educating the boar d. Educating new and current
board membersis an ongoing process that is the
responsibility of both the board and management. It
can be accomplished in a number of ways. Initially,
board members should receive orientation or training
that helps them to understand their roles and
responsibilities and to learn about the organization.
Periodic retreats can provide atime for concentrated
learning about the organization, the issuesit is

Conducting board business. Board businessis
usually conducted at quarterly or semi-annual
meetings. Although board members are not paid for
their work, bringing them together is till costly
because of the time required and because board
memberswill have to be reimbursed for their travel
expenses. For thisreason, it isvery important for
meetingsto be well organized and well run. It is
usually the responsibility of the board president, with
the help of the executive director, to plan board
meetings so that the board makes the most effective
use of itstime. Work done by the board is usually
delegated to avariety of board committees. Itis
essential that the executive director of the
organization be kept up to date on the work of the
committees.

Evaluating the performance of the board.

dealing with, and the general family planning
environment. Conferences, family planning
workshops, and visits to other family planning
organizations can help increase the board’s

Every two to three years the board should formally
evaluate its performance. This can be done by
holding aretreat or by using a self-assessment tool.
The goal of the evaluation should be to assess the

knowledge about key concerns, problems, and trends
in family planning programs and provide insight on
how to address key issues. Some organizations even
have special guides that board members can use as
self-training tools.

board’ s ability to address the needs of the
organization, the board’ s productivity, or the need
for new members. The result should be arenewed
commitment by its membersto serve the needs of the
organization and the community it serves.

» A tour of thefacilities of the organization;

future;

What the Organization’s Management Can Do to Orient itsBoard Members

The executive director and staff can help new board members learn about the organization and the
board’ sresponsibilitiesby providing them with aninitial orientation that might include:

A forum for getting acquainted with current board members and staff;
An overview of the organization and its history, structure, and strategic plan for the

An explanation of thefinancial position of the organization;

A discussion of major areas the organization will focus on in the next threeto five years,
An explanation of the structure of the board,;

Job descriptions of board members and senior staff.

The Family Planning Manager October/November/December 1994
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Management of Board Activities

Boar d Responsibilities

Management Responsibilities

Establish criteriafor selecting new board members
with skills and experience appropriate to the
organization’s needs. Recruit, select, and educate
new board members.

Work with the board to establish a process for
selecting new board members. Search for and
recommend qualified candidates to the board.

Search for board members with strong leadership
gualities and diverse backgrounds and skills.

With the board, identify |eadership development
needs and provide the necessary training.

Devel op meeting agendas (with the executive
director) and conduct board business.

Meet regularly with the board president to
devel op meeting agendas and to plan
presentations.

Structure the board so that it can perform its duties
through committees, working groups, use of outside
expertise, etc.

Provide necessary staff support for all board
activities.

Evaluate board performance periodically.

Provide technical support for evaluating board
performance.

Helping the Board Grow with
the Organization

Asorganizationsgrow, theissuesthey facebecome
morevariedand complex. Theguidanceand specia
expertiseprovided by aneffective, activeboardwill be
critical totheir success. M aking surethat board
membershaveor candevel optheskillsnecessary to
serveeffectively onaboardisjust asimportantas
trainingmanagement staff. Board membersmust
continually attempt todevel optheir skills,and must stay
well-informedabout theorgani zation’ sactivitiesaswell
astheneedsandinterestsof thegovernment and
community. Theywill needtheseskillstohelpthe
executivedirector and hisor her staff todevelopand
implement effectiveand sustainableprograms.

Aneffectiveboardof directorswill makethemission
and purposeof anorgani zationmoresignificant asit
guidestheorgani zationtoward achievingitsgoalsinthe
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constantly changingfamily planningenvironment. Strong
boardswill providegood|eadership, instillingthe
organization’ sstaff withenough courageandrisk-taking
tohelpthemfacethechallengesof thefuture. Boards
must serveasadvocatesfor their organizationand help
theorganization obtainthefundsit needsto operate.
Board compositionshouldbediversetoreflectthe
community being served, thepublicsector agencieswith
whichtheorgani zationcollaborates, andthespecific
experiencetheorganization needstocarry outitswork
effectively. Usingtheir dedication, enthusiasm, andhard
work, combinedwithafull understandingof their roles
andresponsi bilities, board memberscanhelpexecutive
directorsandtheir staff meet new challengesastheir
family planning programsgrow andthesocial context
changes.m
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Wor king Solutions—M adagascar

UsingaBoard in the Public Sector

Although boards of directorstraditionally are closely associated with private-sector organizations,
the board structure and the principles of board governance can be applied to the public sector.
Technical committees, informal advisory boards, and medical committees can function in amanner
similar to private-sector boards to guide government agenciesin setting policy and making strategic
decisions.

In Madagascar, the USAID-funded APPROPOP project, which is managed by a consortium of
private voluntary organizations, provides assistance to Malagasy organizations and the Ministry of
Health toimprove or expand family planning services. The assistance includestechnical support,
materials and equipment, and grants to cover operational costs. At the inception of this project, a
technical advisory committee (TAC) was established. Thiscommittee functions asthe equivalent of a
Board of Directorsfor the project. The committee is made up of representatives from the Ministry of
Plan, the Ministry of Population, the Ministry of Health, non-governmental organizations (NGOs),
private for-profit organizations, USAID, and the APPROPOP project. Board members meet quarterly
and make decisions by consensus. Members do not receive payment for their work.

Theresponsibilitiesof the technical advisory committeeinclude:
* Reviewingand approving overall project activities;
» Reviewing and approving annual work plans and budgets;

» Developing the process and criteriafor selecting or rejecting proposals for grantsto
organizations;

» Reviewing and approving grant proposals (after initial review by the project);

» Developing criteriafor selecting candidates for long-term training and approving thefinal
selection of candidates;

» Developing the need for and timing of periodic evaluation activities and selecting the
members of the evaluation team,;

» Assuring that APPROPORP strategies and plans are in harmony with those of other donors.

The project’ s senior managers support the board by providing comprehensive support services.
Their responsibilitiesinclude scheduling meetings, hel ping to prepare the agendafor the meetings,
providing secretarial services, writing the minutes, and collecting and disseminating information on
critical project issuesto committee members.

Because thistechnical committeeis structured and has responsibilities similar to those of aboard
of directors, it has been able to help the project develop policies that accurately reflect the needs and
values of adiverse community that includes the government and NGOs. For exampl e, the committee
has consistently emphasized the importance of sustainable programs and has helped to strengthen
programs funded by the project by encouraging programs to include cost recovery mechanisms and
by stressing the importance of managing project resources so that they are used effectively and
efficiently.

The Family Planning Manager October/November/December 1994
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Reviewers Corner

A forum for discussing additional applications of FPM concepts and techniques

On creating theideal board . . . Onereviewer comments, “In my experience, the board that you
describe in thisissueis more avision of anideal board, rather than areflection of how most boards
operate. In redlity, boards are either too controlling or not involved in the affairs of the organization
at al, neither of whichishelpful to the executive director and his staff.” [Editors' note: It isthe
intention of the editors to present and discuss the role of an ideal board in the hope that boards of
directorswill learn to become more effective and work productively with the organization’s
management to successfully achieve organizational goals.]

On prioritizing board responsibilities. . . Onereviewer writes, “1n my experience, many family
planning organizations confuse board and staff responsibilities. Unfortunately, boards often want to
manage, and managers want to set policy. | would suggest that the responsibilities of the board be
prioritized differently: 1) choose and eval uate the chief executive officer; 2) set policiesfor the
organization (not operational guidelines); 3) create and sustain a positive public imagefor the
organization; 4) provide overall financial oversight; 5) undertake strategic planning for the
organization in collaboration with the management; 6) mobilize resources for the organization.”

On therole of theboard in start-up organizations. . . Onereviewer recalls, “Severa years ago
| served on the board of anew family planning organization. Because we didn’t have enough staff,
we, as volunteers, were involved in the day-to-day activities of the organization. The organization
now has more staff and we are functioning more as advisors, focusing on devel oping policies and
long-term plansfor the organization.”

On avoiding conflictsof interest . . . One reviewer advises, “ Conflicts of interests have several
dimensions: personal, financial, business, and interpersonal relationships. | nterpersonal rel ationships,
particularly with regard to personnel management, is an areawhere the board and the executive
director must avoid the perception of a conflict of interest, for instance when relatives or friends are
hired or promoted in the organization or selected to serve on the board.”

On thedifference a board can make. . . Onereviewer reflects, “In our organization, the
involvement of the board has gone through several stages. In the beginning, the board provided the
institution with the social and professional credibility that it needed to become a’ serious entity.’
Today, sustainability and program diversification have become more critical to the organization’s
survival, and the administrative, managerial, and financial knowledge of board membershasreally
hel ped to support the internal efforts of the organization.”
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Self-Test: Understanding Board and Management Responsibilities

Decision or Activity Party Responsible
Negotiates contracts for purchase of clinic examination tables B M
Makesfinal determination to add comprehensive reproductive

health services

Monitorsclient flow and waiting times

Approvesfinal annual budget

Meets with government officialsto inform them of organization’s
mission and goals

Makesfinal decision to subsidize the CBD program with
revenue from laboratory services
Decides to terminate the employment of the accountant

Prepares quarterly expense reports
Hiresclinic manager

10. Developsclinical guidelinesfor lUD insertion

[Answersto self-test appear in Referencessection.]

The Family Planning Manager is designed to help managers develop and support the delivery of high-quality family planning
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assistance to national family planning programs and organizations to improve the effectiveness of service delivery.
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