

For a YFC board to fulfill its purposes well, it must understand the roles of both

governance and management, how they are separate functions, and how both are utilized by the 

board and its membership in conjunction with the staff.



1.
THE SEPARATION OF  GOVERNANCE AND MANAGEMENT FUNCTIONS IS ESSENTIAL.

· Boards govern AND staffs manage.

· When a board as a body enters into managing the organization, it assumes a staff responsibility. As a result, their ability to govern and carry out their role is com- promised.  A board cannot do both and carry out their governance role with integrity.

· At the same time, staffs often become confused and feel stifled when the board seeks to do the work of the staff.

· When a board begins to manage, they begin to speak with many voices, which is confusing and inconsistent with the role of the board.


2.
GOVERNANCE IS DIRECTIVE.

· The board provides the overall direction for the organization.

· The board establishes the boundaries within which the staff will function.


3.
MANAGEMENT IS SPECIFIC.

· The board gives direction while management executes those directives.  In a sense, the executive director is the "executing director."

· The executive director and staff flesh out the directives in terms of day to day operations in order to accomplish the YFC mission and goals, and the conduct of the core ministries.



1.
Yes, sometimes good governing boards drift into "management."  And when they do, they know it and have a good reason.


2.
Here are some reasons boards will at times play somewhat of a management role:  they had a bad experience with the previous director and don't want to take chances; the executive director is young and inexperienced; the center is small and the staff need the help board members can offer; the center is new and is in the development stage.


3.
Here is an example of how a center (their board and executive director) deals with the hiring of new staff. 

· #1 - A VERY LARGE CENTER.  There is a budget for campus ministry.  The director is free to hire the staff needed, as long as the personnel expenditures are within the funds allotted by the budget.

· #2 - A LARGE CENTER.  The director inserts staff positions with costs into the budget and is free to fill those positions.

· #3 - A MEDIUM TO LARGE CENTER.  The executive director has created a human resource group that is utilized in key hires.  They review the resumes of final candidates and conduct an interview in order to offer the director additional perspective in order to make a good hire.  This is not a board committee, but it does have one or two board members on it.

· #4 - A MEDIUM-SIZE CENTER.  The board has a human resources committee.  One of their roles is to do an interview of candidates for key staff positions, offering their counsel to the executive director for the decision he/she will make.

· #5 -CENTERS THAT ARE SMALL/WITH INEXPERIENCED DIRECTORS.  The board has a human resources committee that interviews candidates and brings the final candidate to the board for approval (along with the budget).  In some cases, the board may interview the candidate as an entire body before the hire.




As you can see, in scenarios #1 and #2 the board is governing and the staff is managing.  In #3 the staff is still managing, but getting some desired outside help.  The board is still governing, even though at least one board member serves on the committee.  In #4 the board has formalized a limited management role and, in this case, it may serve the director and the center well.  In #5 the board is carrying out a management role.  




Key questions are: 1) Is this involvement in everyone's best interests? 2) Does the board get too involved in other ways as well? 3) As the center grows will they relinquish doing it this way?  4) Does this involvement create any problems, and if so, are they being addressed?




Good boards make some major decisions about the future of the organization, often with 

the recommendation of the executive director.  But these are not management decisions.  These 

are decisions about the organization’s direction, and are part of the board's active role.



However, there are times when a decision must be made and the executive director needs 

to consult with some board members.  This can be done with individuals on the board, or it can 

be done in a board meeting.  Again, this is advice for management so a vote need not be taken.



1.
In order to feel like they are doing worthwhile work, the board may spend a lot of its  time making management decisions (who to hire, what menu to have at the banquet, etc.)  It's time to stop and review the purposes and role of the board, and to make sure those are being carried out first.  If they are, there will be little time to make little decisions.

GOVERNANCE AND MANAGEMENT ARE DIFFERENT








HOW IT WORKS IN THE REAL WORLD








EXECUTIVE DIRECTORS STILL CONSULT WITH THEIR BOARD








PROBLEM ALERT AND ACTION











