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INTRODUCTION
The primary purpose of this guide is to provide an overview of basic information about committees:  their purpose, structure, membership, meetings, record keeping, etc.  Use of the material by a committee chair, or a committee member, can produce a more effective committee meeting, a more productive group and a more active and committed member.
The samples be found in the Appendices are not exhaustive there are many other excellent examples available. This material was selected to help a society’s committees perform more effectively and to increase the development of future leaders for each chapter.  Additional references include articles focused on good committee management and practice.

As much as a functioning committee structure is a requirement (the working base from which a society will be able to carry out its mission) the absence of a strong committee network will make it increasingly difficult for the work of the society to be accomplished as energy and time are spent recreating the same activities year after year.  
COMMITTEES:  WHY, HOW MANY, AND WHAT TO CALL THEM
Few among us have not heard the many jokes about committees:

A camel is a horse designed by committee.

A committee keeps minutes and wastes hours.

A committee is made up of the unfit trying to lead the unwilling to do the unnecessary.

A committee is a cul-de-sac down which ideas are lured and then quietly strangled.

All humor aside, successful committees, and their work, are serious business.  They are the primary means for associations to get their collective work accomplished.  Positive outcomes of any committee effort provide opportunities for sharing the workload, networking with peers, and leadership development which give both direction and constructive guidance to the organization.  Effective committees provide a continuity of thought and action enabling organizational history and new ideas to be shared with a larger segment of the membership.

For the individual member, time spent as an active committee participant strengthens their understanding of the association and the basic responsibility of the individual member.  Committee participation offers exceptional opportunity to develop personal leadership styles and add experience not found through other means.
COMMITTEE TYPES

There are two basic types of committees: standing committees and special committees.  Standing committees are those whose tasks are either required or are of a continuing nature.  Special committees (often referred to as ad hoc committees or task forces) are assembled to address a single topic or issue.  They (special committees) disband when their task is completed.

Brian O’Connell, in Chapter 10 of his work titled “The Board Member’s Book,” promotes the ‘principle least number’ when viewing committees and committee membership.  An association executive of over 25 years experience in the field, he was a firm advocate of having as few committees and as few members on each of these committees as it might take to accomplish the task.  The view, ‘adhocracy,’ as he calls it, goes further and stipulates that all committees cease operation at year end.  In his model, committees specifically required in the organization’s bylaws are the only ones to escape having to be reconstituted by the board each year.

This approach, defining committees by their purpose and annually examining the real need for the committee in the organizational structure, is one which merits consideration for a state association.  Even if a review of each committee’s charge is not completed on an annual basis; some mechanism to measure the value and structure of a committee on a regular basis is worthy of consideration before continuing the committee.
THE COMMITTEE CHARGE

Charges for standing committees are generally found in the organization’s bylaws.   However, a Board may provide more specific instructions in terms of the timing of the completion of their work, the form the outcome takes for its presentation, budget, or even committee composition.
The charge given an ad hoc committee or task force generally originates with a governing body, i.e. the board, or executive committee, or house of delegates.  Defined as the responsibility for carrying out a specific action, the charge should be defined in terms of what the committee is to do, to whom it reports, and when the final action is due.  It may also include references to committee composition, budget and other consideration.
The results of a task force action may be used to help another committee or group implement its charge, or simply provide information to assist the Board of Directors in making final determination on an issue.  An example might be a survey conducted by a task force to ascertain interest for a particular education session to the annual meeting.  

THE COMMITTEE CHAIR
Selection

Choosing the chair, unless specified in the by-laws, is usually the responsibility of the President.  It is a task that can be delegated; but if it is, the importance of the committee’s work may not be accurately transmitted to the committee chair.  Delegation of the appointment can also result in confusion in reporting and accountability for the committee.

The selection of the committee chair is a critical first step in the process of matching 

organizational goals with individual capabilities.  Selection of the chair for a committee 

does not have to be an involved process.  The committee chairperson’s job description will provide the initial list of qualifications necessary to fill the position.  At least annually, consideration should be given to review of the job description (especially if the function of the committee has changed or if the nature of the position has changed.)

It is essential that the person selected has a reputation as an active participant in the association’s activities with a proven track record of organization and facilitation skills.  It is also important that they have the respect of their peers.  Also, factors like an understanding the dynamics of group process and power relations, the ability to think in global terms, and understanding the importance of the committee’s work in relation to the organization’s mission are important.  The president may want to develop a list of additional criteria for consideration.  
The next step is to create a list of individuals who have these qualities.  Compiling a source of names includes personal observation, the committee roster from previous years, and the personal recommendations of other organization leaders.  Matching this group to the listed criteria can narrow the list to a few potential choices.  A simple ranking of these candidates will help determine the most appropriate person for the position. 
This simple process can be used to select those responsible for tasks as varied as chairing the nominating committee to handling arrangements for monthly meetings.  The extent that a society’s process varies will be due to the number of members available to assist, time constraints, member interest and the clarity of the task to be accomplished.

For associations with management staff support, the involvement of staff in selection process may provide additional information about suggested candidates.

LEADERSHIP STYLES

The leadership style of the chairperson and individual participatory styles of the committee membership are critical to the success of the meeting.   The committee chair or member who uses and autocratic style may experience very little discussion from others because of the absolute control exercised over the group.  The manipulative leader pulls the strings of the committee, directing the movement and progress of the group every step of the way.  The decision then becomes the result of participation extracted by the chair from the group and the result will not have the full support of the committee behind it.  
Best for all committee work is cooperation -- the hallmark of the collaborative leader or committee member.  Because collaboration embraces a drive toward a cooperative effort, it is characterized by a high degree of participation among the committee members and success of the activity.  A chair using this approach will demonstrate excellent facilitative and consensus-building skills.
There is no right or wrong way to conduct a meeting.  Rather, common sense, good judgment and a strong agenda are key factors for a meeting’s success.  When managing the meeting agenda, the collaborative style produces a greater individual and group commitment to the common goal of the group, and, a better outcome for the membership-at-large.  
RESPONSIBILITIES OF THE CHAIR

The chairperson of a committee has five basic obligations toward the success of the group.

1) Planning the work of the group.

2) Conducting the meetings.

3) Ensuring accurate records and timely reporting.

4) Motivating the members to action.

5) Evaluating the activity and participation by members of the committee.

With these in mind, strong consideration must be given to individual leadership styles, social and task orientation, ability to communicate, willingness to listen, and some level of proficiency or strong interest in the work arena of the committee.

Orientation of the Committee Chair
Prior to the initial committee meeting a series of steps should be followed to maximize the effort of the committee.  First among these is ensuring the chair receives a complete orientation to their role.  Conducted by the president or chief staff executive, for all committee chairs at the same time, the orientation will include a though review of each committee’s charge, their individual and common objectives, time frames and manner for reporting and requirements for minutes, budget and other financial resources, as well as any other expectations that the society’s management team may have.

This approach will help clarify what is to be accomplished, by when and with what resources.  In addition, all committee chairs will better understand what the other committees will be doing throughout the year.  The orientation session also offers an opportunity for a committee chair to raise any concerns they have or to ask any questions prior to the start of committee work.

THE  SELECTION  COMMITTEE
Once the chair has been selected, a similar process can be engaged in to fill the committee roster.  Regardless of how selection is done—through volunteer sign-up, appointment or personal recruitment by the committee chair—the committee size should not exceed the number required to perform the task successfully.
Committee Member Selection Criteria
· Is each suggested member knowledgeable in the subject area?
· Does each of these members have the time to commit to ensure success of the committee?

· Are they committed to the association's goals?

· Do they have a track record of completing assigned tasks?

· Are they known as being able to work cooperatively in group settings?

In addition to specific qualifications listed for the selection of each committee member, additional thought will need to be given to the following to bring balance to the committee roster.
· Is there adequate representation from key member groups within the organization?
· Do the members bring special skills or knowledge to the committee which will help the group realize its objectives?

· Does the committee membership possess some level of organizational memory through representation of members from the previous year’s committee?

Committee Member Obligations
Committee members have an obligation to be prepared.  This means reading the agenda and familiarizing themselves with the supporting material before the meeting, arriving on time, actively participating, and remaining through the meeting, not simply staying through their item on the agenda.
Committee members should take notes, ask concise follow up questions, listen actively and look for opportunities to build on the thoughts and ideas of others.  Good leadership does not only come from chair of the meeting.  

THE MEETING

Committee Mailings
The initial mailing to committee members should occur soon after their appointment.  The purpose is to thank them for agreeing to serve on the committee, familiarize them with the committee charge, provide them a list of other committee members, and inform them of the initial meeting dates and other basic administrative information. 

At least ten days to two weeks in advance of the meeting, a more comprehensive packet of background material and the complete agenda should be mailed to all committee members.  This becomes their workbook for the year and should include:  a roster of contact information for committee members and relevant staff, the section of the society’s annual plan which relates to the committee charge, the administrative guidelines for committees, future meeting dates, any budget or financial material that is appropriate, as well as relevant history of the committee and its activities.

The agenda should include the date, time, location of the meeting, as well as the topics for discussion and/or decision. When stating the meeting time it is also important, (especially for those who must travel to the meeting and may want to schedule other meetings for the same trip) to indicate the projected time of adjournment.  Sending the agenda and its supporting documentation out in advance will assist in the maintaining the focus of the group on the task at hand.

Location
The meeting site is an important as the pre-meeting preparation of materials.  The chairperson, or host of the meeting if it is not the chair, must make certain there are enough seats, be familiar with room lighting (especially if any A/V will be needed), and be knowledgeable of the heating and cooling controls.  It is preferable that the meeting room not be close to additional foot traffic during the meeting.  Distractions of this nature can inhibit the effectiveness of the group.

Meeting room set-up needs will change depending on the size of the group, (e.g. special arrangements for outside presenters or whether meals are to be served).  Whatever the layout, the room should be comfortable and conducive to the work at hand.  No one should be interrupted by phone calls or messages (unless or an emergency nature).  Refreshments may be appropriate but should not be the burden of the meeting host.  Mealtime meetings can be productive sessions for agendas with a limited focus and time requirement and should not be overlooked for their potential usefulness.  

When scheduling a location, be sure to provide committee members with clear directions, (including parking information) and update them prior to the meeting if necessary.  If the meeting will be in your facility remember to notify your reception area of the time and location a well as providing a list of attendees for the meeting.

SUCCESSFUL MEETING MANAGEMENT

There are three basic reference questions that, when asked, will help determine the type of action required on agenda item.  The flow, format and eventual outcome of the meeting can be helped along by planning the agenda using these questions as a guide.

· Do we have to make a decision? If so, are all the relevant facts known and accepted by attendees or at hand if we need them?
· Are we meeting to uncover facts; then to make a recommendation?

· Are we just meeting to meet, as in receiving updated reports? (In which case, why are we meeting at all?)
In planning the meeting agenda, the committee chair should expect a larger share of time to be spent reviewing and discussing matters related to decisions especially any policy development actions.  Other time consuming agenda items include issues which may obligate the society to a course of action or a position on some important issue.  Committee chairs can add value to their committee's work by including periodic blue-sky discussions about long term issues facing the association or the profession of which its members are a part.  Given this, it may be advantageous to segregate actions into four basic areas: consent, action, planning and oversight.  Using a framework like this helps focus board members' energy on the most important matters and gives relevance to a any committee's recommendation that may be included. 
If reports, minutes and general background information are distributed ahead of time, the committee members can prepare any questions of clarification in advance, thus minimizing meeting time requirements for routine items.

SPECIAL NOTES FOR COMMITTEE CHAIRS
One way to ensure regular attendance and active participation of committee members is to make certain that their supervisors are aware of their commitment and the importance of regular participation to the effective completion of the project.  This can go a long way to enhance member participation and recognition in their own work setting.   

One of the more important duties of the meeting chairperson is the motivation of committee members.  Some techniques to assist with increasing the involvement of committee members follow:

· Notice when someone is making an effort to be heard and provide them an opportunity to contribute.

· Be prepared to restate, by clarifying or confirming, what each person has contributed.

· Encourage committee members to talk to each other rather than always addressing the chair.

· Keep the discussion on track.  Help keep members from rambling by seeking confirmation of their point or its relevance to the decision at hand.

· Encourage the development of incomplete or tentative ideas.  Use building techniques to increase each idea’s usefulness.

· Ensure increased participation by crediting each contributor’s ideas and suggestions.

· Avoid letting the group get into win-lose discussions.
RECORD KEEPING
Records are the history of the organization’s actions.  Consider then, the significant role played in support of the group and its task by the recorder for the committee.  True, it is the chairperson’s responsibility to ensure that accurate records of the committees’ actions are kept and filed with appropriate officers.  However, the activities of a good committee recorder will not only meet this goal, they will also enhance the ability of the whole group to meet its deadlines.  
All official actions of the group need to be recorded.  Unless otherwise required, minutes need only reflect the motion as voted on, and the result of the vote.  For some group more detail is important, however remember that official minutes of a committee are handed over to the next chair and filed with the society secretary.  After a few years, that can become a lot of paper.

Reporting
A report of committee actions should be made by the committee chair, in accordance with the organization’s administrative procedures, to the president or Board of Directors

of the organization.  Usually this report is received at the next meeting of the board.  The full report will be in the Board packet, presented to the board.   Copies of correspondence and other related materials developed to enable the committee fulfill its function should be forwarded to the association secretary to file.  

Extra consideration may be needed for information, reports, and decisions which are of a confidential nature.  If information must be presented that falls into this category, care must be maintained to ensure the established procedures are followed.  It is recommended that the committee chair discuss the confidential issue with the president beforehand so that the best course of action can be taken to maintain confidentiality.
Evaluation of the Meeting
Completing all items on the agenda, within the time allotted is one means of measuring the success of the meeting.  Because committees are groups of individuals, each with their own measure of how well the meeting went, it might help the group to spend some time reviewing their group process and individual participation for the meeting.  Depending on the familiarity of the group, this may be conducted openly.  

The outcome from the group evaluation may or may not be reported to the board, depending on the consensus of the committee.  The chairperson may want to include items brought up by the committee in the final report to the Board, especially if these will be an impact on the following year’s activities, ensuring that such comments are anonymous.

FINAL THOUGHTS

Committees can be the bane of existence for those involved in group efforts, especially for those who would rather do it themselves.  This guide has been provided to help each committee member and committee chair’s time be more productive.

Committees help accomplish the work of each society, they develop leadership skills in those who become involved, and, they offer opportunity for additional professional growth.

Committees can take on personality of their own depending on their size, their task, the amount of information flowing to them and how quickly they pass through their phase of development.
The committee’s success ultimately rests with the approach taken when a member is asked to serve either as the chair or as a member of committee.  Working in settings which are collaborative by nature, most of our membership recognizes the importance of sharing the work load; thus, the importance of meeting deadlines so that others may in turn meet theirs is well recognized.
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Appendix 1

EXAMPLE OF A COMMITTEE CHARGE

LEGISLATIVE COMMITTEE

The Legislative Committee shall consist of five voting members; President, President-Elect, two Directors and the Board of Directors Liaison to the Council on Legal and Public Affairs.  The President shall serve as chairperson.  The Legislative Committee shall oversee the legislative activities of the Society, including legislative monitoring, legislative advocacy, and liaison with legislative and regulatory agencies.


Appendix 2

EXAMPLE OF CHARGE TO A SPECIAL COMMITTEE
The Study Group on Organization Structure and Governing Process was appointed by the  

Chairman of the House of Delegates with the concurrence of the Board of Directors pursuant to the following item of New Business in the House of Delegates in June 1987:

“That the concurrent Chairman of the House appoint a task force made up a several delegates from this House, which should include state delegates, past presidents and member of the Board, to review the organizational structure and governing process to ensure accountability and communication of the Board to the members and the members to the Board.  The task force should report back to the House at the 1988 Annual Meeting.”

The specific charges to the Study Group were as follows:

1.  Identify and characterize the opportunities members have to interact with ASHP.

2.  Explore the relationship between the Board of Directors and ASHP members.

3.  Examine current mechanisms for communication between members, the Board and the delegates and, as appropriate, make recommendations for improvements.

4.  Examine and reaffirm or make recommendations to modify the ASHP policy development, recommending, and adoption process.

5.  Clarify responsibilities of members, Board of Directors, and the House of Delegates in the governing process of ASHP.

Appendix 3

POSITION DESCRIPTION
MEMBERSHIP COMMITTEE CHAIRPERSON

I. ADMINISTRATIVE RESPONSIBILITES
A. To coordinate the solicitation and receipt of membership dues in accordance with the Society’s Constitution and Bylaws.

B. To establish and administer programs for membership retention.

C. To establish and administer programs for membership recruitment

II. DUTIES

A. To oversee and assure the appropriate and timely issuance of renewal statements to the membership each November 1 (and as needed a follow-up on December 1 and February 1).

B. To oversee and assure the timely issuance of membership cards and termination letters as appropriate.

C. To review and assure the accuracy of the membership roster (including prospective members and hospitals).
D. To oversee the updating of the membership roster utilizing the ASHP membership roster, CE participant lists, and other sources of information related to identifying hospital pharmacists.

E. To coordinate at least one recruitment program each year.

F. Periodically report to the Board of Directors the status of the Society’s membership.
G. To assure applications and brochures for membership are made available to interested prospective members.

H. To accept other duties related to recruitment and retention of members as assigned by the Board of Directors.

Appendix 4

SELECTION CRITERIA FOR COMMITTEE CHAIR

1. Does the candidate have the ability to communicate effectively?
2. Does he/she have a track record of active participation, and an unselfish interest in the society’s activities?  Does he/she have a personal record of completing the job?

3. Does he/she have willingness to listen?  Is he/she a hard worker?

4. Can he/she commit the time necessary for the tasks to be done well?

5. Does he/she have the ability to command attention and to inspire?

6. Can he/she control without domination?  Does he/she have a sense of humor?

7. Can he/she think in terms of and support the over-all goals of the organization?

8. Does he/she have the respect of their peers?  Does he/she exhibit confidence in other committee members?

9. Does he/she have the respect of their peers?  Does he/she exhibit confidence in other committee members?

10. Is he/she a team member?

11. Does he/she have strong people-oriented sills?

12. Is he /she successful with delegation and follow-up?

13. Does he/she have experience with this or other committees?

Appendix 5

RESPONSIBITIES OF COMMITTEE MEMBERS

Personal involvement in the activities of a committee can have a significant impact on the success of the meeting.  Participation can help you learn from others, showcase your own talents, and sharpen skills.  To help you, here are some general thoughts to remember:

1. You wouldn’t have been invited to serve unless someone thought that you had something positive to offer.

2. Speak up on things you know about; do not bluff when lack information.

3. Study the prepared material beforehand.  If you have a presentation, be prepared.

4. Listen to the presentations of others; respect their opinions.

5. Remember your ‘meeting manners.’

6. Be aware of the responsibilities of the committee.

7. Know what has been the past performance of the committee.

8. Help the committee establish realistic, attainable goals.

9. Determine your availability for meetings.  Alert the chair as soon as possible if you cannot attend.

10. Make certain that your own superiors are aware of your commitment and responsibilities for the committee.

11. Approach problems with a positive frame of mind.

12. Accept and follow through on your assignments.



Appendix 6

MINUTES GUIDELINES
The fundamental purpose of minutes is to officially record the actions taken by the association – the Board of Directors, the House of Delegates, and chapter committees – for the benefit of  present and future officers and members.

Minutes should be complete but concise; they should describe the business transactions of the assembly and results of votes.
In the absence of a regularly published newsletter, it may be necessary to distribute copies of the minutes to members to keep them informed of committee activity,

The minutes should contain the following information:

1. A listing of members present or absent and all guests or observers

2. Type of meeting (regular or special)

3. Name of the Organization 

4. Date and place of meeting

5. Presence of President and secretary or names of substitutes 

6. Approval of previous minutes

7. All reports and action taken

8. All main motions carried or lost (omit those withdrawn)

9. All other motions carried and which contain information needed at a 
future meeting 

10. Adjournment

11. Signature
The minutes are a record of what is done, not what is said.  The personal opinion of member should be avoided, and participant’s names only listed at the beginning.  The name of the maker of the motion and secondary need not be included unless the organization desires this information be recorded.

When the motion is very important, include the count of the votes. List participants and how they voted only if requested to do so. Normally the minutes are dated and signed by the secretary.   When they are to be published, they should also be signed by the President.

It is the duty of any assembly to approve its minutes and assure their accuracy.  Accordingly, it is the right of members to have the minutes read.  Reading may be dispensed with if the minutes have been distributed in advance of the meeting, or they may be read and approved later.

Minutes may be approved or corrected only the body whose record they are; for example the Board of Directors must approve or correct its own minutes.  Minutes already approved may not be reconsidered but they may be corrected.
Appendix 7
EVALUATION

XSHP _____________ Committee Meeting
Anytown, Your State

March 17, 2000

Please rate the following statements on a scale of 1 to 5, with a score of 5 being most positive.
· The strategic significance of the content and discussion of the meeting.


1
2
3
4
5

· The quality of the meeting preparation and agenda materials.


1
2
3
4
5

· The contribution of the meeting preparation to framing the discussion that occurred at the meeting.


1
2
3
4
5

· The meeting preparation, design and discussion reflected the objectives of the Task Force on Board Effectiveness, e.g., focus on strategic issues and direction, involve all members in discussion, increased use of committee member/staff teams for preparing and overseeing agenda items, etc. 

1
2
3
4
5

· The meeting agenda and discussion focused the Committee on the key priorities of the XSHP Committee for the coming year.


1
2
3
4
5

Please provide comments on the following questions:

· What did you find the most satisfying portion of the meeting?

· The least satisfying?
· Did you find there was adequate time for discussion?  If not, what suggestions do you have to allow more time for discussion?

· Do you think we selected the most important agenda items for the meeting?  If not, why?

· Think about XSHP priorities for 2003 that will also be active in 2004.   What areas would you like to see included on the agenda in the coming 12 to 18 months?

· What critical issues do you see XSHP facing in the next two years? Which ones would benefit from Committee discussion? 

· What suggestions do you have for future meetings?

Please fax your completed evaluation form to Jane Doe at Fax # 301-555-1212, or return your answers by e-mail to jdoe@s

__________________________________

Name (optional)

____________________________

Date

Architectural Woodwork Institute

Meeting Evaluation

 2002-2003 Board of Directors Meeting

January 23-24, 2003

Please take a moment to evaluate this Board meeting experience:

1. Indicate the usefulness of the agenda materials


What did you like:  _________________________________________________________________
_________________________________________________________________

_________________________________________________________________

_________________________________________________________________

_________________________________________________________________

Areas to improve:  __________________________________________________________________

__________________________________________________________________

__________________________________________________________________

__________________________________________________________________

__________________________________________________________________

2. The agenda focused on the following key areas. Please tell us if you feel we accomplished addressed each area sufficiently or if you feel more work needs to be done to improve.

Critical Issues:         _________________________________________________________________

_________________________________________________________________

_________________________________________________________________

_________________________________________________________________

_________________________________________________________________

      Operating Plan Items Pulled out of the Update Report:


Treasurers Report

_________________________________________________________________

_________________________________________________________________


Marketing Committee

__________________________________________________________________      __________________________________________________________________


Quality Standards

___________________________________________________________________      ___________________________________________________________________

           Old Business:

     ___________________________________________________________________     ___________________________________________________________________

           New Business

     ___________________________________________________________________     ___________________________________________________________________

3. The Board meeting was designed to provide an appropriate mix of strategic and operational issues.  Please help us design future agendas by answering the following questions:

      Was there open communication among the Board members?        
______yes   _______no


If you checked ‘no’, please tell us what you think we can do to improve.

 __________________________________________________________________

 __________________________________________________________________

       Was there appropriate time for informal discussion?         
______yes   _______no

       If you checked ‘no’, please tell us what you think we can do to improve.

               
_______________________________________________________________ 
_______________________________________________________________
4. We tried something different with the Bed and Breakfast lodging and meeting location. Let us know what you thought of the arrangement.
What did you like?

__________________________________________________________________

__________________________________________________________________

Areas to improve:

___________________________________________________________________

___________________________________________________________________

6.  What is your suggestion for further improving the AWI Board meetings?


​​​​​​​​​​​​​​​​​​​​​​​​





Signature (optional):___________________________________________

PLEASE COMPLETE AND RETURN THIS FORM TO Jane Doe BY FEBRUARY 15!  THANK YOU!
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