Chapter 3
Board/Staff Relationships
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The Bureau of Primary Health Care’s Program Expectations for health centers provides the following description of the role of the CEO.

As head of the management team, the CEO should have the authority, responsibility and skills to:

· Communicate with the board and management team;

· Implement board policies;

· Manage personnel and systems;

· Allocate resources and operate within available resources;

· Identify and resolve problems;

· Interact with the community and providers and payers in the marketplace;

· Respond to opportunities;

· Plan for future events; and 

· Implement board-established long-term goals and operating plans.

These roles can be further detailed by considering the following CEO activities:  
Management/Leadership:
· Effectively hires, supervises and monitors personnel within guidelines and regulations

· Manages facility resources and operations

· Allocates and manages organization’s resources in accordance with laws and regulations

Decision Making:
· Formulates policies and planning recommendations to the board and implement policies adopted by the board
· Identifies and resolves problems

· Decides or guides courses of action by staff

Systems Development and Implementation:

· Implements board established strategies for the organization

· Oversees implementation of quality programs, products and services

Board Administration and Support:

· Advises and supports board

· Serves as a liaison between the board and staff

· Makes recommendations, supports board during orientation 

Community Development and Public Relations:
· Advocates for health centers with the community, elected officials and stakeholders
· Facilitates collaborations and partnerships with community, state, and national leaders
· Facilitates fundraising and growth activities
· Plans for future events and responds to opportunities
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Both the board of directors and CEO advance the organizational mission.  They hold different overall responsibilities, but they need to support and balance each other.  The board is responsible for formally setting the vision, mission, and policies for the organization.  The CEO leads the staff in implementing the vision, mission, and policies according to the board’s directives.  Although these roles support each other, they remain separate and distinct. 
An open and collegial working relationship between the board and CEO is critical for assuring health center success.  The CEO serves are the primary communication link between the center’s board and staff.  Through the CEO, health center staff can be assured their input will be incorporated into business discussions about the need for new or revised programs and services, billing and collections, site development and training.  


The board must approve the selection and dismissal of the CEO.  Because the CEO is the primary connection between board established policy and health center operations, the board must evaluate the performance of the chief executive and hold him or her accountable for the performance of the health center.  Together, the board, the chief executive and other members of the management team comprise the leadership for the health center.  To succeed, they must work together to ensure a strong
organization and move forward into the future.

The chief executive officer (CEO) is the most important role in the management of an organization and 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 CEO must be able to direct the daily operations of the organization and work efficiently with the Board and staff to effectively accomplish the mission and goals of the center.  The CEO will represent the center in the community and must interact professionally and communicate adeptly with external partners, funding sources, the media, other organizations, agencies and government entities. 
Because the CEO position carries such significant responsibility, the Board, in its stewardship role, must thoughtfully plan and manage each step of the recruiting and hiring process.

Selection:  The board should establish and conduct a careful search process, which begins with a job analysis and the following activities:  

· Develop a list of health center strengths and weaknesses;

· Determine which characteristics, skills and credentials are necessary for the job;

· Develop a clear and concise position description;

· Develop a competitive compensation package for attracting qualified candidates; and,

· Develop a list of priorities and objectives for the first year of employment.

From here, a sound recruitment process must be established for identifying, screening, interviewing and hiring appropriate candidates.  Through careful preparation and planning, board members will be better able to identify candidates who match the required level of knowledge, experience, skills and education they so desire.
Evaluation:  The board is also responsible for ensuring the CEO is successfully fulfilling the requirements of the position.  A formal evaluation process is generally conducted once a year, although the board should know how and what the CEO is doing on an ongoing basis.  The board should identify and deal with problems as they occur and assure interim steps are taken to improve upon deficiencies.  Both positive and negative feedback should be provided routinely, not only during the annual performance evaluation.  

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.  The performance review should be directly tied to the position description and overall roles and responsibilities, including community relations, fiscal management, grants management, personnel management and program development.  In addition, on an annual basis, the CEO and board should establish individual performance goals for the CEO for the coming year.  The evaluation should address how well the CEO achieved the performance goals.  
In some circumstances the performance of the CEO does not measure up to the standards of the organization and the CEO must be terminated.  If termination is being contemplated or even faintly considered, it is in the best interest of the board to contact a labor attorney or human resources professional.  Labor law is complicated and counsel is typically required for maintaining compliance with the laws.  

A variety of resources and materials are available to assist health center boards in selecting and evaluating their CEO, including “Hiring Your Health Center’s Chief Executive Officer” and “Evaluation of the Health Center’s Chief Executive Officer”, both produced by the National Association of Community Health Centers and available online at www.nachc.com.

Support:  Open communication between the board and CEO is essential in creating and maintaining a positive work environment.  The board should give the CEO clear guidance about policies to be carried out and overall expectations, but should then refrain from interfering in the daily operations of the health center and should trust the CEO to manage effectively.  If problems arise, the board should follow accepted procedures within the parameters of the organizational bylaws.  The board is also responsible for providing the CEO with resources to implement policies.  For example, if the board establishes a policy that requires capital expenditures for building improvements or equipment purchases, the board should be prepared to allocate the funds necessary to pay for those improvements.
  

Leadership Development:  Simply put, leadership 
development is a planned effort to enhance an individual’s capacity to lead people.  Very simply put, leading is setting direction and guiding others to follow that direction.  A critical skill for leaders is the ability to manage their own learning.
 
Leadership development is critical for health center board members, CEOs and management team members.  Leadership development initiatives must be aligned with the board’s specific desired leadership competencies and expectations for the management team.  Leadership development initiatives typically offer performance support and real world application of skills through training programs, coaching and/or mentoring activities and developmental work.  Combining instruction with experiential training helps employees gain crucial skills for addressing relevant, real-time issues.  Leadership development ultimately means providing people opportunities to learn from their work rather than taking them away from their work to learn. 

Succession Planning:  In every business, at some point, the senior leader leaves the position and makes way for a replacement.  These transition periods are critical times for every health center, as the process leaves the business vulnerable, yet also open for opportunity.  Succession should be a topic broached even when no one is anticipating a change in leaders; and to be effective, it requires a strong partnership, built on trust between the CEO and the board of directors.  
Leadership development in nonprofit organizations can be difficult due to scarcity of resources, time, and money.  Nevertheless, the intention to develop and maintain strong leadership is a determining factor in an organization's future viability.  Moreover, practicing ongoing succession planning principles keeps an organization prepared in the event that there should be a leadership vacancy.
  
The important thing to remember when entering a period of leadership transition is to balance the immediate and short-term needs of the organization with long-term needs.  If the health center has a strategic plan in place, it should be used as a guide when facing transitions.  By looking closely at the goals, strengths and growth potential of the organization, it will help to guide the selection of a new manager or leader.

Some common mistakes made in selecting someone to succeed an established manger are to try to select someone who is “just like” the person leaving or someone who is “nothing like” the person leaving.  Take time to evaluate and update the job description and assess what the previous person brought to the position - both positive and challenging, and think about what the job will now require.  The ideal candidate to fill the vacancy is someone who is both qualified to step into the current situation and capable of leading the organization into the future.
 
The National Association of Community Health Center’s Governance Series publication titled, “Succession Planning for the Future of Your Health Center’s Leadership” outlines eight elements of an effective organizational succession planning process, including the following:

1. Develop a strategic plan.
2. Establish or modify criteria and job descriptions for the various leadership positions, which may change as the organization’s goals (as expressed in the strategic plan) evolve.

3. Conduct an internal review and assess the current leadership. 

4. Plan what to do if there is a sudden vacancy. 

5. Conduct an external review of candidates. 

6. Develop a selection process. 

7. Create access to and opportunities for training in leadership skills.
8. Institutionalize the plan.
Health center boards should review this important document or other publications regarding non-profit succession planning and be prepared to take steps now to be prepared for this inevitable occurrence and increase the likelihood of a positive transition.

The composition and structure of a health center’s staff are central to the organization’s ability to provide high quality care and assure continuity of care for patients.  While regulations require all health centers to maintain a core staff of primary care clinicians with training and experience appropriate to the culture and identified needs of the community, clinical staffing patterns vary among health centers.  Regardless of composition, staffing arrangements must lead to the desired outcomes of availability, accessibility, quality, comprehensiveness and coordination of services for patients.  
Recruitment and retention of high quality health professionals, from management staff, to the clinicians to ancillary and support personnel is the foundation of a successful health center.  Health center boards need to assure the core elements of a personnel management infrastructure are in place for their organization, including the following:

· Human Resource Policies (EEO, probation, disciplinary action, standards of conduct, drug free workplace, employee termination, vacation and leave, etc.)
· Job descriptions for all positions
· Performance appraisal process
· Compensation schedule and benefits package
· Staff orientation and training

· Staff development program
· Recruitment plan

· Retention plan

· Credentialing and privileging process
· Budget for human resources activities

· Employee handbook

· Employee relations activities
· Safety, security and risk reduction processes
Health center personnel systems should provide staff the tools appropriate for the delivery of quality care through meaningful and challenging work opportunities, overall employee satisfaction and commitment to the organizational mission.  A fair compensation and benefits package also supports long term employee retention and enhances productivity and quality.  Incentive and performance based plans are growing in popularity among health centers.

The organizational structure should maintain a line of authority which begins with the board of directors and moves to the CEO, who in turn, delegates, as appropriate, to other management and professional staff.  The typical senior management team includes the CEO, chief operations officer, chief financial officer, medical director, dental director and chief information officer.  Corporate structures and management positions vary based on the size of the organization.  

A staff development program should be in place for all employees to improve skills critical to assure health center success.  Continuing professional education is vital for the provision of quality care.  Appropriate staff must receive training to maintain licensure and regulatory requirements.  
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 “The success we have had over the past 30 years did not happen without the dedication and hard work of the community board of directors and the dedicated staff, those who are still working for the organiza�tion and those who have moved on.” (2008)


- John Mengenhausen, CEO


  Horizon Health Care
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“Leadership development is about helping people grow, and if I can get people as individuals growing, then I’ve got a company that grows.” (2004)


     James McNerney


     Chairman & CEO, 3M Co.





�


“…I had a woman in her 50s that had not been able to see a dentist for a very long time.  When she came in her teeth were very stained and had a great deal of buildup on them.  After doing a thorough cleaning and a great deal of patient education, she looked in the hand mirror and started to cry.  She said she never would have believed that she could smile again and that I couldn’t possibly know how much I changed her life that day.  I was very humbled by the experience knowing that by allowing me to take care of her was a greater gift to me than she would ever know.” (2007)


				Lonna Jones, Dental Clinic Manager/Hygienist


Falls Community Health Center








�    Leadership Development in Practice





Valley Community Health Center’s (VCHC) Dental Director, Grant Korsmo, DDS, was hired before the Grand Forks dental clinic was operational.  Upon hiring, Dr. Korsmo had never worked in a Community Health Center.  As it turned out, the Family Health Care Center (FHC) in Fargo was in need of a temporary dentist; thus began Dr. Korsmo’s introduction to the CHC model.  Through this collaboration, Dr. Korsmo learned critical CHC leadership skills, while providing needed dental services to FHC patients.  Dr. Korsmo reports, “I was able to gain a perspective on how community clinics are managed.”
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