Chapter 2
The Board of Directors
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The board of directors is the principle policy-making body of the health center.  It is autonomous, bound only by its legal responsibilities under its charter and bylaws and its contractual obligations to governmental agencies and other funding sources.  There is also an implied and extremely important obligation to the broader community in which the health center is located – an obligation to accomplish the objectives of the health center.
  

The approach to governing a health center varies by the size and complexity of the organization.  Larger health centers offering a full range of medical, dental, behavioral health, nursing, enabling and social services typically involve a large management team as well as considerable assets.  Because of this complexity, individual board members should be distanced from daily operations.  On the other hand, health centers which are just starting up and have not hired a diverse management team tend to rely on individual board members to assist with minor operational issues until the full complement of managers is hired.  To the extent possible, Board members should focus on planning and policy decisions, while leaving daily operations to the staff.  Boards may also have different ‘personalities’.  One board may be very formal in nature and give strong attention to Parliamentary procedures, while others may be very informal in nature.  While these differences result in a different form of governing, the basic responsibilities of all health center boards are the same:
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1.  Define and Preserve the Health Center Mission
The cornerstone responsibility of the board is to assure everyone associated with the health center (board members, CEO, health center staff and the community) understands exactly why the center is in existence and why it continues to operate.  In other words, what is the mission (business) of the center?
A written mission statement is a public declaration of the health center’s guiding principles or values.  It lets everyone know what the center stands for, its purpose and the community to be served.  The mission statement is the basis for all board responsibilities and activities.  It serves as the “Gold Standard” – the measure by which the board should continually assess how well it and the CEO are doing their jobs.  
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A key board responsibility is to continually define and clarify the mission and assure that all corporate goals and objectives are based on upon the mission statement.  Because the health care environment is constantly changing, the board’s job is to stay abreast of those changes and ensure the health center goals and objectives remain dynamic and sensitive to the marketplace.  
2.  Establish Policy
Another responsibility of the board is to establish and monitor organizational policies.  A policy is a guiding principle used to set direction in an organization.  Policies provide a framework for future decision making by determining a general course of action to follow under a given set of circumstances.  Policies:
· Guide organizational practice

· Help ensure compliance with laws, statutes, regulations and government requirements;

· Support the achievement of the organizational mission; and,
· Reduce organizational risk

Policies regulate, direct and control employee actions and conduct, and can range from broad philosophies to specific rules.  On the other hand, a procedure tells users how to, and who will, implement the policy.  Procedures provide a detailed sequence of activities showing how a policy applies to a particular situation.  Procedures are specific, factual, succinct and to the point.  The board is responsible for setting policy while the CEO and staff are responsible for appropriately implementing policy.  
Health center policies typically fall into four categories:
Operations:  Address daily organizational functions regarding facilities, equipment, hours of operation, organizational structure, compliance with laws and regulations, etc.
Personnel Management:  Address broad personnel policies to guide selection and dismissal procedures, employee compensation and benefit packages, position descriptions, performance review and evaluation, addressing grievances, equal opportunity practices, etc.

Fiscal Management:  Assure proper administration of funds and accurate reporting of financial activities including the organizational budget, long range planning, internal control policies, sliding fee scale eligibility, billing and collections, auditing, etc.

Clinical Management and Quality Assurance:  Assure the CEO and staff continuously work to improve the quality and scope of services the health center provides, including hiring a competent Medical Director, maintaining a performance improvement program, determining which clinical programs and services will be offered based on identified needs of the target population, etc.

3.  Safeguard the Assets of the Health Center
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The health center board is placed in a position of trust by the community and funding sources to protect the center’s assets, to ensure proper management of income and to preserve the center’s mission.  In other words, the board has a fiduciary responsibility for management of the health center.  A fiduciary is expected to be extremely loyal to the health center and must not put personal interests before the health center, and must not profit from his/her position as a fiduciary.
As part of its fiduciary responsibility to safeguard the center’s assets and resources, the board must continually address issues of finance.  

In this respect, the board maintains several roles:
· Make policies which define sources of revenue and categories of expenditures in the budget;

· Monitor health center income and expenditures against the policies made by the board regarding the budget;

· Compare the actual financial condition of the center against the policies originally set by the board; and,

· Plan for needed revenue and capital improvements.

Because the board is responsible for monitoring the center’s finances, to the extent possible, board composition should include at least one member with a background or expertise in finance.  Further, the board is only able to truly monitor budget performance if it has understandable, accurate and timely information; therefore, the board has the right to receive monthly fiscal status reports that include a comparison of budgeted to actual expenditures.  See Chapter 7 in this manual for more information.  
4.  Select, Support and Evaluate the CEO

The chief executive officer (CEO) maintains the most important role in the management of an organization and has the singular organizational position that is primarily responsible for carrying out the strategic plans and policies as established by the board of directors.  Therefore, selecting the CEO is one of the board’s most important responsibilities.  
The board is also responsible for ensuring the CEO’s success in fulfilling the requirements of the position.  The board has a responsibility to support the CEO by providing clear guidance about the role and overall expectations, while at the same time, not interfering with the daily operations of the health center.  Open communication between the board and CEO is essential in creating and maintaining a positive work environment.  

The board generally conducts a formal evaluation of the CEO’s performance once a year, although the board should know how and what the CEO is doing on an ongoing basis.  The formal evaluation process is an opportunity for providing the CEO specific guidance on areas for improvement and to discuss professional growth issues and training needs.  Further details on selection, support and evaluation of the CEO are found in Chapter 3.  
5.  Monitor and Evaluate Center and Board Performance

Health Center 
Performance Standards
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* Mission, goals and objectives

* Budget, financial plan, business plan

* Federal legislative requirements

* Performance on clinical measures

* Patient satisfaction survey results

* Clinical focus groups 
It is important for the board to periodically review both the center’s performance and its own performance.  The purpose of the evaluation is to decide if the performance is appropriate, and if not, to take corrective action.  The best way to see if the center is succeeding is to see how it measures up against the current mission statement by determining how well the mission is being achieved.  Performance should be measured against both internal (i.e., achievement of goals and objectives, etc.) and external standards (i.e., federal requirements, etc.).  

Without evaluating the center’s performance, the board would have little basis for assessing the performance of the CEO and planning for the short and long term future of the organization.  There would be no basis for making programmatic decisions and the board would find it difficult to ensure its own credibility within the community.
The evaluation should consider the following questions:

· How effective are the programs at delivering primary health care services to the community?  

· Are the programs reaching the target population?  

· What is the quality of the programs and services?
· Would the needs of the community be better served by revising, replacing or even discarding some of these programs and service?
The board should evaluate itself at least once a year.  The evaluation should focus on the board’s strengths and weaknesses.  The board should evaluate itself considering the following criteria:
· How well the board meets its responsibilities in terms of setting realistic goals and objectives that align with the mission and monitoring their success.  

· Are board meetings held monthly and are minutes taken to provide a record of discussion and decisions?  Is there typically a quorum at the meetings and are appropriate committee reports, director reports and clinical reports regularly provided?

· Effectiveness of interaction between the Board and the CEO Interaction

· The dynamics of board members’ interaction with each other

· Availability and effectiveness of training and orientation for board member
· How well the board sets goals for the upcoming year and maintains a current strategic plan
6.  Plan for the Long Range Future of the Health Center

A strategic plan is a dynamic process, one that continually guides the board and center management toward meeting specific goals which are tied to the center’s overall mission.  Strategic planning deals with the future in terms of long-term objectives and integrated programs for accomplishing these objectives.  Simply put, strategic planning determines where an organization is going over the next year several years, how it will get there and how it will know if it got there.  
The health center’s board operates in an economic, social and political environment.  As such, planning is critical.  The strategic plan addresses key issues facing the organization for the future and is often seen as planning in the face of obstacles or competition.  Through planning, the board gives meaning to establishing and sustaining its mission, determining policies and procedures, highlighting the need for, and ways to obtain, funding, marketing health center services, dealing with leadership changes and timely responding to legal and political mandates.  

Strategic planning serves a variety of purposes in organization, including to:

1. Clearly define the purpose of the organization and establish realistic goals and objectives consistent with that mission in a defined time frame within the organization’s capacity for implementation.
2. Communicate those goals and objectives to the organization’s constituents.
3. Develop a sense of ownership of the plan.
4. Ensure the most effective use is made of the organization’s resources by focusing the resources on the key priorities.
5. Provide a base from which progress can be measured and establish a mechanism for informed change when needed.
6. Build a consensus about where an organization is going.

Mission Statement

A written mission statement is a public declaration of the health center’s guiding principles.  It states why the organization is in business and what it hopes to achieve.  

Components of a Mission Statement


· Why the center was established and who it serves

· What services the health center provides; what makes the center special or different and why should clients use its services

· What values are important to the health center
Developing a Mission Statement


Like anything with lasting value, crafting a mission statement requires time, thought and planning.  Going through the process will help solidify the reason the health center exists and clarify its motivations.  Here are some tips for developing the best mission statement for the organization:

· Involve those connected to the health center.  Other people help see strengths, weaknesses and voids that otherwise might be missed.  Involve positive, supportive people who truly want to see the health center succeed. 
· Set aside appropriate time to develop the statement.  While mission statements are concise it takes time to develop language that simultaneously describes the organization's heart and soul and serves as an inspirational beacon to everyone involved.

· Plan a date.  Set aside time to meet with the people who will be assisting in developing the statement.  Write a list of topics for discussion or reflection.  Find a quiet, comfortable place away from phones and interruptions. 
· Brainstorm.  Consider every idea, no matter how silly it sounds.  Use a flip chart to record responses so everyone can see them.  Once brainstorming is finished, ask everyone to write individual mission statements for the business.  Read the statement, select the best bits and pieces, and fit them together. 
· Use "radiant words."  Once the basic idea is in writing, polish the language of the mission statement.  The statement should create dynamic, visual images and inspire action.  
Checklist for Evaluating a Mission Statement
	Evaluate your statement:
	Yes
	No 
	Somewhat

	A. The statement is realistic
	
	
	

	B. The statement is easily understood
	
	
	

	C. The statement is clear, concise and focused
	
	
	

	D. The statement reflects our values and beliefs
	
	
	

	E. The statement demonstrates a commitment to serving the public good
	
	
	

	F. The statement is powerful
	
	
	

	G. The statement explains how the health center will serve its customers
	
	
	

	H. The statement is motivating and inspires employee commitment
	
	
	

	I. The statement is memorable
	
	
	


Vision Statement

A vision statement conveys a compelling, conceptual image of the desired future of the organization.  It articulates the ‘dream’ of the business and answers the question: “What will success look like?”  It provides inspiration and challenge to all members of the organization and helps them feel proud, excited, and part of something much bigger than themselves.  A vision stretches the organization’s capabilities and image of itself.  It gives shape and direction to the organization’s future.
Developing a Vision Statement
The vision statement should be brief, memorable and purposefully articulated.  It should bridge the present and future as well as serve as a critical impetus for change.  Use the following steps to develop your mission statement:
  
1. Bring together key employees, diverse interest groups, experts and others who represent the health center
2. Set limitations on what the vision statement addresses.  It should be feasible, realistic and transferable into future plans. 
3. Look for themes and common traits among the participants.  If there are many ideas, prioritize similarities before ruling any out. 
4. Think of the future.  Dream big but make your vision realistic.  Write a vision statement that is achievable and inspires employees to strive for more. 
5. Draft the vision statement.  Everyone needs to be comfortable with the language and wording.

6. Revise the statement.  All invested parties must agree on the final vision statement. 
7. Discuss the vision statement with the staff.  Distribute flyers or memos, and hang posters to publicize it.  The more you talk about the statement, the easier it is to implement.  A vision statement lives on in the health center culture if it is talked about on a regular basis. 





There is nothing complicated or mysterious about goals and objectives.  Just as in sports, goals are the ends – where we want to be or ultimately what we want to achieve.  Objectives are the steps we take to achieve the goals.  For example, if runner aims to finish and win a marathon (goal), he/she must train to cover the distance within a certain period of time.  The runner’s first step objective in reaching that goal may be to finish a marathon within four hours after six months of training.  For a health center that has a goal of improving access to care for undeserved populations, one objective may be to obtain $300,000 in new funds for diabetic screenings by January of the following year.
In each case, the goals are long range, concisely worded and based on what the individual or the board wants to achieve.  Goals are accomplished by specific objectives that are measureable, realistic and consider the resources available to the health center.  

Community health centers typically develop short term (current year) and long term (2-3 years) to help them achieve their mission.  Goals should be directly linked to a principle noted in the mission statement.  Goals cannot be evaluated or assessed unless the objectives are stated in a form to reveal measurable differences over time.  
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Board Roles and Responsibilities





Define and Preserve the Mission of the Organization





Make Policy





Safeguard the Assets of the Health Center





Select, Support and Evaluate the CEO





Monitor and Evaluate Health Center and Board Performance





Plan for the Long-Range Future of the Health Center





  �  Points to Ponder:





Are the board & CEO accomplishing the mission?





Are agency goals reflective in the mission statement?





Do current programs help accomplish the mission?











Dare to Dream  


It is five years from today’s date and you have, marvelously enough, created your most desirable health center.  Now it is your job, as a team, to describe it - as if you were able to see it, realistically around you.          




















Mission Statement �Serving the needs of the agricultural workers and their family member


  


 Migrant Health Services, Inc.  








Fiduciary





A fiduciary is a person who acts as a trustee.  A person acts in a fiduciary capacity when the business transacted or the money or property handled is not for that person’s own benefit but for the benefit of another.





Board Roles and Responsibilities








Defining the Organizational Mission and Vision





Organizational Goals and Objectives





�


Vision Statement


Family HealthCare Center will be recognized as a valued, quality primary care provider in our community by caring for anyone in need.


	


Family HealthCare Center, Fargo





�Reaching Your Goals





Using federal expansion grant funding, the Community Health Center of the Black Hills (CHCBH) reached its goal to add a full service clinic at the General Beadle Elementary School to increase access to care for children and parents.  In the troubled economy, more than half of Americans say they stay away from the doctor to save money, but adding another health care access point which offers care on a sliding fee scale increases access to preventive care for people who are low income and uninsured.  Jackie Holmes, CHCBH Nurse Manager said, “If you're going and you're getting your immunizations, you're getting your yearly exams, you're having teeth cleaned.  All those things make for a healthier individual.  And that leads to a healthier economy.  It's just going to help decrease medical costs overall".








The difference between where we are now and where we want to be (vision and goals) is what we want to accomplish and the steps we will take to accomplish it (objectives and action plans).
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� http://www.ehow.com/how_2065575_develop-vision-statement.html





Chapter 2 – The Board of Directors …………………………………………………………………………………14  

