
HIGH PERFORMING COMMITTEES

    1COMMITTEE MANAGEMENT WORKBOOK

JOHN 3:16

JOHN 3:16JOHN 3:16

COMMITTEE 
MANAGEMENT WORKBOOK



HIGH PERFORMING COMMITTEES

2 COMMITTEE MANAGEMENT WORKBOOK

Contents
The Role of Committees ................................................................. 3

Committees and their Position in the Organization....................... 3

Precautions...................................................................................... 3

Types of Committees........................................................................ 3

Analyze the Committee Structure................................................... 4

Composition...................................................................................... 4

Purpose Statements and Assignments.......................................... 4

Committee Liaisons......................................................................... 5

Reports and Minutes....................................................................... 5

Distinction between the Committee Chair and the Members....... 5

Committee Conclave........................................................................ 5

Rules of Order and Agendas............................................................ 6

Meeting Guidelines.......................................................................... 6

Better Committees........................................................................... 6 

Risk Awareness................................................................................ 7

Frequently Asked Questions............................................................ 8

Acid Test............................................................................................ 8

Preparing Recommendations.......................................................... 8

Committee Minutes Template......................................................... 9

Appoint a Committee to Review a Committee.............................. 10

Analysis Paralysis...........................................................................11

Committee Description – Sample.................................................12

Charging the Committees – Sample.............................................13

Volunteer Form – Sample.............................................................. 14

Committee Agenda – Sample.......................................................15

Committee Evaluation Tool - Sample............................................ 16

Bob Harris, CAE 
Bob Harris, CAE, provides free 

governance tips and templates at 

www.nonprofitcenter.com. He helps 

organizations around the globe to 

achieve results, specializing in board 

development, strategic planning and 

operational excellence.  

The purpose of the Committee 

Orientation Workbook is to instill 

confidence in the committee 

volunteers. Understanding unique 

roles, structure and strategy  

are critical.

Design by Carol Duran
Committees supplement the work of an organization’s  
board of directors and the staff team. They address problems, offer 
solutions, raise funds, and develop programs. Whether you name them 
a committee, project team, task force, or quick action direction.

Are you interested in a customized 
Committee or Board Workbook?
If so, contact Carol Duran, who is an experienced, personalized 
design consultant. You can reach her at cdassociates55@gmail.com. 
Carol has over 30 years of experience in communication and design 
and would love to speak with you about your workbook or any other 
project you might need for your business.

© 

 
 
Governance:  Volunteer leaders are 
responsible for the direction of the 
organization.  The board governs, 
develops policy and sets a course.  
The mission statement should frame 
all discussions.  Purposes of a board 
of directors:    
 

• Governance 

• Policy & Position Development 

• Visionary – Future Focus 

• Fiduciary  
 

Management:  Staff are responsible 
for administration of the 
organization.  Staff partner with the 
board to advance goals and 
strategies, while taking care of the 
daily administrative needs unique to 
nonprofit organizations. 

Good Governance 
 

Scrutiny has increased on nonprofits 
from media, government and 
members.    More recently the IRS has 
focused on organization governance 
and policies.  Boards are expected to 
be accountable, independent and 
transparent.   
 
Policy questions in IRS Form 990 
include: 
 

• Audit and Audit Committee 

• Whistleblower 

• Compensation 

• Document Destruction 

• Conflict of Interest 

• Public Records 

• Board and Committee Minutes 

Legal Principles 
 

Duty of Care requires leaders to use 
reasonable care and good judgement in 
making their decisions on behalf of the 
interests of the organization. 
 
Duty of Loyalty requires leaders to be 
faithful to the organization, avoiding 
conflicts of interest. 
 
Duty of Obedience requires leaders to 
comply with governing documents (i.e. 
bylaws, articles of incorporation, 
policies, etc.) 

Serving on the Board of Directors is a rewarding and important responsibility.  This guide informs leaders 
of the unique aspects associated with governing a volunteer, membership organization.   

 

 

Unique Terminology 
 
Not-for-Profit refers to the legal corporate 
status of the organization.  (It does not imply 
an exemption from paying or collecting state 

sales tax.)   Nonprofit is the casual 
reference to Not-for-Profit  
 
Exempt Organization is a reference to the 
IRS designation exempting the organization 
from paying most federal income tax (with 
exception of UBIT - Unrelated Business 

Income Tax.)  The most common exempt 
designations:   
 
IRS 501(c)(3) often refers to organizations 
with a religious, charitable, scientific or 
educational purpose. 
 
IRS 501(c)(6) refers to trade associations, 
business leagues and professional societies. 
 
 
 
6-16 © RCH 
 

Board Responsibilities 
 

1. Determine and advance the 
organization's mission and purposes. 

2. Select the chief paid executive (not 

staff) as well as CPA and attorney. 
3. Support the chief executive and assess 

performance in the organization (i.e. 
budget, goal achievements, etc.) 

4. Conduct organizational planning. 
5. Ensure adequate resources (funds, 

time, volunteers, staff, etc.) 
6. Resource and financial oversight. 
7. Determine, monitor and enhance 

programs and services.   
8. Promote the organization. 
9. Ensure legal and ethical integrity and 

maintain accountability. 
10. Develop future leaders.   

(Adapted from Ten Responsibilities of Nonprofit 
Boards www.BoardSource.org.) 

 

Insurance and Volunteer Immunity 

 
State and federal governments afford certain 
protection to volunteer leaders.  While the 
volunteer may have some protection, the 
organization is still open to legal suits.  
Insurance coverages add further protection 
for volunteers and organization, include: 

Directors and Officers (D&O) Liability 
may cover legal defense for employment, 
copyright, and antitrust claims, for instance. 
 
General Liability insurance covers property 
damages and injuries relating to the 
organization. 
 
Fidelity Bond covers losses resulting from 
fraudulent or dishonest acts committed by an 
employee. 
 
Meeting Cancellation covers the loss of 
revenue due to a cancellation, curtailment, 
postponement because of weather, strikes, 
etc. 

(Contact legal and insurance counselors for assistance.) 

 

Board Tools 

 
Documents available to leaders, often in a 
Leadership Manual or board portal.   

• Statement of Purpose (Mission) 

• Articles of Incorporation 

• Bylaws 

• Policy Manual  

• Strategic Plan 

• Financial Statement - Budget 

• Meeting Minutes 

• Organizational Charts 

• IRS Form 990 
 

Treat board discussions and 

documents with confidentiality. 
 

 

#1 lie --- “You won’t have to do 

anything when you get on the board!” 

 

Types of Committees 

 

Standing Committees are 
identified in the bylaws and serve 
the duration of the year.    
 
Subcommittees divide work 
amongst subgroups.  
 
Task Forces and Ad Hoc 

Committees are appointed for a 
specific purpose.  The committee 
disbands after completing the 
assignment.  Because volunteers 
have limited time, consider using 
task forces or Quick Action 

Teams (similar to task forces but 
even shorter duration.) 
   
Councils, Think Tanks, Brain-

Trusts, Strike-Forces and 

Special Interest Groups are 
other committee names, often 
created to engage persons with 
similar interests, such as practice 
specialty, geography or ethnicity.    
 

.   



 
 

Chairs and Liaisons 

 
Every committee needs leadership.    
 
The chair should have the best 
understanding of the purpose of the 
committee and the immediate tasks.  
He or she sets the tone for achieving 
results and engaging volunteers.  The 
chair should be able to communicate 
a clear vision and desired outcomes.  
 

 
Use a vice-chair or co-chair for 
sustainability.  The position supports 
the chair and may become next 
year’s leader.  
 
Committee liaisons serve as an  
advocate  and champion.  A board 
liaison is the communication channel 
between the committee and board.  
The staff liaison is a link to 
management and resources. 

 

Alignment in the Organization 

 
Committees have a “fit” within the 
organization.  Each has an explicit 
purpose often identified in the 
governing documents (bylaws, 
policies or committee purpose 
statements.)    
 
Efforts of the committee should align 
with the organization’s structure, 
strategic goals and resources.   An 
org-chart will depict hierarchy and 
the relationship to the board and 
staff. 
 

Trends in Committees 

 

• There are no “sacred cows.”  Is 
the committee necessary? 

• Elimination of standing 
committees in favor of task 
forces. 

• Committees are all aligned with 
the organization’s strategic goals. 

• Technology use, on-line 
meetings and committee web 
portals. 

• No silos.  Committees should 
interface with other committees 
to collaborate. 

 
Outcomes and Recommendations 

 
Committees should produce results.  
For example, instance, creating new 
educational content, programs, 
publications, fund raising, a robust 
special interest section or 
enhancements in the organization.  
 
Most efforts by a committee will 
require approval by the board.  
Recommendations should be in the 
form of a motion or resolution.  A 
request to the board should be 
explicitly clear so that directors 
understand and approve.   
 
When setting committee goals, be 
realistic about what can be achieved.  
Break projects into monthly or 
quarterly steps.    
 

Committee Resources 

 
Resources take the form of time and 
money:  
 
Finances – The annual budget may 
have allocations for committees.   
 
Time – Consider the value of a 
committee meeting by multiplying 
the # of persons involved x the 
length of the meeting x $50 hour 
wage/vale (minimum).   
 
Information – “Read to Lead.”   
Know the mission, bylaws, policies, 
strategic plan, budget and 
organizational chart.   

 

 

 




Committees are an integral part of successful organizations.   Their purposes include: supplementing the 
work of the board and staff; engaging members; and developing leaders.   The Committee Responsibilities 

guide clarifies responsibilities, authority, recommendations, smart practices, trends and risk avoidance.  

“Some committees keep 
minutes and waste hours.” 

 

The laminated Guide to Board Responsibilities© and 
Committee Responsibilities is available for $10 each, 
minimum quantity of 10, by emailing bob@rchcae.com 
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The Role of Committees 
Committees supplement the work of 
the board of directors. They provide 
knowledge, time, and resources that the 
board and staff may not have.

Some of the most successful nonprofits 
rely on committees to develop 
educational programs, research, 
fundraising, and more.

Committees are a way to engage 
members and increase their 
understanding of the organization  
while developing leadership skills.

Committees and their 
Position in the
Organization
Committees get their authority from 
the governing documents and their 
assignments from the board of directors.

They are linked to the organization 

through channels of communication. 
An organization chart depicts the 
relationship of committees to the board 
of directors and staff.

Though they have a relationship with the 
board, many organizations maintain a 
policy that committees do NOT have the 
authority to contract or speak for the 
board without a specific mandate.

Precautions
While committees are an asset, there  
are some concerns with unwieldy 
committee management.

• Too many committees.

• Poor committee leadership.

• Committees that exist but have 
	 minimal value.

• Lack of alignment between committees 
	 and the strategic plan.

• Disconnect between the board  
	 and committees.

• Exceeding their authority.

• Board rehashing committee results  
	 at the board table.

• Keeping committees only because 	
	 they’ve always existed.

• Working in silos

Types of Committees
Different kinds of committees serve 
varied purposes.

Standing Committees are named in 
the bylaws and serve the duration of the 
term of the chief elected officer. They are 
assumed to function continuously.

Task Forces or Ad Hoc Committees 

are appointed for a specific purpose 
and disband when the work is done. To 
accommodate busy volunteers, many 
organizations prefer task forces over 
standing committees.

Other committee-like entities include 
subcommittees used to break up tasks 
into smaller workgroups. Councils and 
special interest groups (SIGs) are often 
composed of members sharing interests, 
such as ethnicity, practice setting, or 
specialty. Be creative with names like 
Quick Action Teams, Project Teams, 

Brain Trusts, Strike Forces, and  

Micro-Tasks.
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Analyze the  
Committee Structure
Periodically review the committee 
structure to determine if changes are 
warranted, possibly eliminating or 
merging committees that have outlived 
their usefulness. This is often done under 
the process of:

• A comprehensive “governance review”. 

• By the incoming chief elected officer. 

• Immediately following strategic 
	 planning.

Composition
Committee composition should reflect 
the organization’s membership; striving 
for diversity. Committees are a good way 
to engage members and thus should 
avoid being composed exclusively of 
board members.

It may be that the board appoints the 
committee members. Or, the board only 
appoints the committee chair --- and he 
or she, in turn, invites persons to join 
the committee. A call for committee 
volunteers is a way to promote and 
identify member interest (sample 
provided in the appendix).

Purpose Statements  
and Assignments
Each committee should have a clear, 
concise purpose statement or mission. 
Purpose statements are likely to remain 
unchanged from year to year. 

After the appointment of the committee 
chairs comes an assignment of tasks or 

current year charges.

It is the committee’s responsibility to 
advance its mission and complete its 
assignments.

In some cases, if the work of the 

committee is not completed in a year,  
it may roll over to the ensuing year.  
(Well drafted reports and minutes will 
allow next year’s committee chair to 

sustain momentum).
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Committee Liaisons
Liaisons keep open communications 

between the board and the committee 
and serve as an advocate. A board liaison 
is a member of the board assigned to 
assist and report on committee progress. 
A staff liaison is assigned to serve 
as a resource and promote progress. 
Liaisons do not replace the authority of a 
committee chair.

Reports and Minutes
Minutes keep the board and staff 
informed of committee progress and 
needs. They do not have to be “formal” 
so long as they properly document the 
meeting. Minutes should be submitted 
to staff or the board’s chief elected 
officer. The IRS asks on Form 990 (the 
annual Information Return), “Does the 
organization document the meetings held 
for each committee with authority to act 
on behalf of the governing body?”

Include in the minutes and reports:
• Committee Name
• Date and Time

• Attendees
• Actions and Decisions
• Adjournment
• Financial Impact

Using technology, it is possible to provide 
committees with their own password-
protected site so that minutes and 
reports can be archived and retrieved for 
collaborative efforts (Refer to template 
provided).

Distinction between  
the Committee Chair  
and the Members
The appointed chair, and possibly a 
vice-chair or co-chair, have responsibility 
for managing the efforts and ensuring 
progress. The chart below distinguishes 
the roles of the committee chair to the 
members.

Committee Conclave
Committees should interface with other 
committees, not work in a silo.There are 
benefits when committees share ideas 
and resources. 

Organizations gather all committee 

NOTES
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leaders at a single meeting at the start 
of the year.They do an orientation and 
encourage collaboration. Convening 
the leaders adds momentum, unveils 
initiatives, and allows for corrections if 
assignments are unclear. 

Rules of Order  
and Agendas
Committee meetings should rely on an 
agenda. Members will appreciate that 
an agenda was crafted to guide the 
discussions and achieve results. It is the 
committee chair’s responsibility, assisted 
by staff or committee liaisons, to draft or 
approve an agenda.

Rules of order help to manage 
discussions. While they do not have to be 
cumbersome, it is expected that motions 
will be made, seconded, and recorded.

Meeting Parameters
The committee chair may want to develop 
guidelines, so that committee members 

know what to expect. For example:

n An agenda will be distributed well in 

advance; it will frame our discussions; 

helping to avoid meeting distractions and 

sidebar conversations.

n Prepare for meetings by reviewing 	

advance materials.

n Meetings will start and end on time.

n Turn off digital distractions.

n If you arrive late, please refrain from 

voting until the next agenda item so as 

not to interrupt the flow of discussion of 

those who arrived on time.

n Minutes will document decisions and 

actions of the committee.

n Decisions of the committee shall 

stand; expressing dissenting opinions 

after the meeting is inappropriate.

n Respect new ideas and new people on 

the committee.

Better Meeting  
Practices
There is a rythm to committee meetings 
during the year.

PREPARE
n Read governing documents that  
define duties.

n Prepare for meetings by reading 
advance reports (“consent agenda”).

n RSVP to ensure a quorum will be 
present.

n Contact the board chair or CEO in 
advance with clarifying questions.

n Avoid “rump sessions” before or after 
the meeting.

ENGAGE
n Arrive on time and stay engaged until 
adjournment.

n Respect the chair’s role and the 
meeting agenda.

n Be accountable for commitments.
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n Avoid side conversations and digital 
distractions.

DISCUSS
n Listen to facts without preconceived 
notions; be open-minded.

n Allow everyone an opportunity to speak 
before speaking again.

n Disagree with ideas, not with people.

n Add value to discussions; don’t be the 
“devil’s advocate.”

DECIDE
n Frame discussions and decisions with 
the mission statement.

n Ask how performance will be 
measured. 

n Refrain from abstentions except for 
conflicts of interest.

n Support the decisions of the group.

Risk Awareness
While it is unlikely the committee will 
cause any risks, it is important to avoid 
potential liability.

Violating state or federal antitrust laws 

carries significant penalties. Avoid 

discussions of prices, rates, discounts, 

competitive practices, and boycotts that 

might lead to agreement or collusion. 

Some committees start each meeting 

by reading an antitrust avoidance 

statement or including the statement on 

a committee sign-in sheet and/or on the 

agenda. See appendix.

The committee should not violate 

copyright laws by using materials 

that are protected by licenses and/

or copyrights. It should be made clear 

that the work of the committee is the 

intellectual property of the organization.

The committee does not have authority 

other than that identified in the 

governing documents. Be sure to rely 

on legal counsel, adhere to governing 

documents, and follow all laws.

NOTES
_____________________________
_____________________________
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Frequently Asked 
Questions
Will we have a budget?
While financial resources are not 
automatically assigned to committees, 
the board may fund projects that fit 
within the mission and goals.

It is hoped that committee projects will 
generate income.

Do I have access to the governing 
documents?
Yes, the bylaws, budget, and strategic 
plan are tools that will benefit the 
committee’s work and frame discussions.

How many members are on  
a committee?
The board may appoint or suggest 
committee members, or the committee 
chairman may be asked to invite 
members to serve. A large committee 
is an opportunity to maximize input and 
resources. A small committee finds it 
easy to meet with fewer people to invite 
or make up a quorum, though input is 
limited.

Do we know what last year’s  
committee did?
Every committee keeps a record (either 
working notebook or online) of their 
work, including minutes, projects, 
contacts, and resources. The current year 
committee should review the prior year’s 
work and build upon it.

Can we meet on-line between our  
face-to-face meetings?
There are collaboration tools available 
that facilitate the online meetings and 
document editing. Online meetings may 
supplement face-to-face meetings, not 
replace them. 

How long is my term on the committee?
Committees serve at the request of the 
current year’s board. While committee 
members may be asked to remain 
on a committee for continuity, it is 
the preference of the board to rotate 
members to varying committees to 
benefit from their expertise.

How do we communicate  
with the board?

Most committees are assigned a staff 
member or board liaison. The liaison 
serves as a resource and advocate for 
the committee to the board of directors. 
If no liaison exists, it is important that the 
committee chair communicates with the 
board’s chief elected officer to provide 
reports, calls for action, and time on  
the agenda.

Committee “Acid Test” 
During committee meetings, many good 
ideas will be offered. How is it decided 
what should come before the committee?

The phrase “acid test” got its name from 
the historical use of acid to test metals 
for gold. If acid was applied to metal 
and didn’t corrode it, that meant it was 
genuine gold.

The committee must be guided by the 
organizations governing documents and 
values.

Mission Statement: Does the discussion 
advance the committees and the 
organization’s mission?

Guide Principles: If the organization 
has values, such as diversity, integrity, 
and transparency, the committee must 
respect the values.

Budget: Do the committee 
recommendations generate income or 

create costs for the organization?

Strategic Plan: Which aspect of the 
organization’s strategic plan is being 
addressed by the committee?

Preparing 
Recommendations
Committees make recommendations 
to the board, requiring board approval 
in most cases. Because the board 
acts on “motions,” it is suggested that 
committees make “recommendations.”

After a committee reaches a consensus, 
they will vote upon a recommendation to 
be presented to the board. Most often, 
this is communicated by the committee’s 
board or staff liaison.

The recommendation should be clear 
and concise for the board and executive 
director to understand. Anticipate that 
questions will arise, so consider providing 
background information such as how the 
recommendation relates to the strategic 
plan, the economic impact, and how it 
will measure success.  

To avoid the board sending back the 
recommendation with their questions, 
be thorough in providing background 
information. The board’s actions might 
be approved as is, amendments to the 
idea, or denial of the recommendation, 
placing the recommendation in the 

“parking lot” for future consideration.
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Committee Minutes Template
Name of Committee: ______________________________________________ Date and Time of Meeting _________________________

Chair’s Name: ____________________________________________ Staff or Liaisons Attending ________________________________

Committee Members Attending _____________________________________________________________________________________

Meeting Minutes / Discussions:

________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________

Motions / Recommendations:  
A.  ______________________________________________________________________________________________________________
_____________________________________________________________________________________________________________
B.______________________________________________________________________________________________________________
_____________________________________________________________________________________________________________
C. ______________________________________________________________________________________________________________
_____________________________________________________________________________________________________________

 
Board of Directors’ Action:

o Approved	  o Referred to _________________________________________ for further study            

o Approved Recommendation

o Defeated  

o Postponed until ___________________________ 	 o Approved with the following amendment: Economic Impact / Funding Notes:  
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
 
 
Collaborate with Other Committee(s)? q No  q  Yes  Which Committees? ___________________________________________________
________________________________________________________________________________________________________________ 
 
Signature of Chair or Acting Chair: ___________________________________________________________________________________
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“We need a task force to review our 
committee structure,” board members 
quipped. The issue in this association 
is the existence of 75 committees. They 
built up over decades without a review of 
purpose and effectiveness. 

Committees have important roles; 
engaging members, developing leaders, 
and producing results to support the 
board and staff. Board members 
explained, “Committee chairs have held 
their positions for years and will not 
secede.” “We tried to reduce the number 
of committees, but nobody wanted to give 
up their turf.” “It’s too political to touch.” 

Committees that are not aligned with 
an association’s goals can drain time  
and energy from the important work 
of staff and volunteers. Conversely, 
committees that have a clear purpose 
can play a vital role in helping an 
association fulfill its mission.

Sunset Process 
Governments use a “sunset process” 
to regularly review agencies and laws. 

The private sector does similar when a 
product or service is no longer sufficiently 
profitable or when a company changes  
its focus. 

Non-profits should review the committee 
structure periodically. The task is to 
analyze committees to identify those that 
add value from unneeded, ineffective, or 
liability Check the alignment by creating 
a chart with the main goals listed at the 
top of each column. Under each goal, list 
the committees that fit. A goal without any 
committees is problematic. 

Committees Principles
These principles apply to nearly every 
nonprofit organization.
n Committees are a great way to engage 
members. Conversely, they can repel 
volunteers who find the meetings a waste 
of their time. 
n Committees get their authority from 
the board, bylaws, and policies. They do 
not have the authority to speak for the 
organization or contract on its behalf. 

n Committees are meant to supplement 
the board’s work and staff. A committee 
should not be a drain on resources. 
n Committees advance the mission and 
goals. Seldom should a committee sit 
down to ask, “What do you want to do this 
year?” They are charged with strategies 
from the strategic plan. 

Review Process 
In reviewing the committees, be sure 
to remove personalities. It is not about 
a person; it’s about the rationale and 
returns on investment. Ironically, it 
may require a task force to review 
and sunset committees. The task is to 
analyze structure, efficiency, outcomes, 
costs, information flow, etc., to make 
recommendations to retain, revamp, 
merge, or eliminate.  
No matter the number of committees, a 
review of their structure and effectiveness 
is prudent. If there is a recommendation 
to eliminate some committees, be ready 
to grieve.

Appoint a Committee 
to Review Committees
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Have you sat in a meeting knowing 
a decision had to be made 
while you watched the clock 

tick? So many ideas and objections are 
presented that the likelihood of reaching 
a consensus dwindles.    

The situation is described as “analysis 
paralysis.” The phrase describes 
individuals or groups that over-analyze 
and over-think a situation. Decision-
making becomes “paralyzed,” with 
individuals unable to reach consensus or 
recommend a course of action. 

The syndrome causes frustration, 
failure to complete a task, 
misunderstanding, wasted time, and 
resignation. Over analyzing can derail the 
most well-intentioned group. 

Recognizing Paralysis
By recognizing the symptoms, corrective 
actions can avoid paralysis.  

Individuals, or the group, might over-
think the assignment. Frequently, they 
want to solve the entire problem and 
decide how it will be managed, who will 
do the work and deadlines. They should 
focus on the recommendation and not 
on the “how-to” to carry out the decision. 
Recommendations usually go to a 
committee or staff for the implementation 
process.  

Watch out for deep dives. For 
instance, an assignment to make a 
recommendation about the conference 
ends in discussing the name badges.  
It seems easier to address low-level 
issues than to be brave enough to offer 
solutions. 

Group discussion and decision-making 
can be daunting for individuals. They may 
lack experience working in a group or the 
courage to state an opinion or make a 
recommendation.  

Encourage everybody to join in the 
conversation. Sometimes the loudest 
person is not always the most valuable 

voice in the room. Be wary of those who 
speak twice as much as they listen. 
Respect people and ideas. 

Decision-making is avoided by offering 
a glut of ideas.  At some point, the ideas 
must end, and closure reached. 

Also listen for the devil’s advocate with 
a pattern of disagreeing.  Hear them out 
or call them out. Recommendations are 
meant to offer solutions, not to expand 
the problem. 

Be alert to time wasters.  As the clock 
ticks, the opportunity for consensus 
diminishes.  

Finally, the culture of an organization 
may be seen as a rejection rather than 
acceptance. If a board of directors 
is known to reject or micromanage 
recommendations, the group isn’t likely to 
work as hard on solutions.   

Reaching Failure
When finding yourself in these situations, 
the outcomes are predictable.  

The decision is rushed with groupthink 
taking over --- people agreeing because it 
looks like others agree. Anxiety drives the 
meeting with people watching the time 
elapse.  

Equally alarming is the group that 
missed the mark.  They will state, “We 
didn’t have enough time, or “we had a 
great conversation but didn’t reach a 
conclusion.”  

You want a group leader who can avoid 
a “hung jury.” It is disappointing when 
the group says, “Among us, we could not 
reach an agreement.”  

Cures for Analysis Paralysis 
Agree upon guidelines to avoid paralysis. 

n Set the tone. Restate the assignment 
at the start.  Quite often, the precise 
charge was uncertain, or participants 
don’t give it much thought. It’s critical to 
understand the task. 

n Appoint a facilitator. Decisions 

eventually must be communicated. A 
designated spokesperson will monitor 
time and engage everybody with 
statements like, “have we heard from 
everyone?” and “have we reached an 
agreement yet?”

n Keep notes. Ask someone to be 
a scribe. The only way to ensure 
the group agrees is to read the final 
recommendation accurately. If the 
notetaker is not accurate, almost 
immediately, the group fails, and their 
report becomes, “we also talked about 
but didn’t write it down.” As is often  
said, an idea without writing it down is 
just a dream. 

n Rely on facts. Without data, any 
decision might sound reasonable.  Ask 
for clarification and metrics. For example, 
“How did the program perform in the 
past?  What is the potential for growth?” 

n Respect time.  Know how much time 
is allocated for the process.  If the group 
is assigned three tasks in one hour, they 
should give about 15 minutes per task 
and the final minutes for a recap. Most 
groups work under the stress of time, but 
if a 5-minute break is needed to stretch 
and refocus, take the break. 

n Summarize. Encourage the 
statement, “thus far I think we’ve agreed 
upon…” Recap understandings often. 
Before adjourning, restate the final 
recommendation. 

n Be brief. To ensure the 
recommendations are understood, keep 
them brief. Listeners and readers prefer 
bullets and examples rather than verbose 
paragraphs.  

It is rare to find a person who enjoys 
meeting “just to meet.” Stay laser-focused 
on the task, deadline, and expectation.  
Avoid the temptation to overanalyze so 
that paralysis doesn’t take over. 

Analysis Paralysis
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By maintaining a consistent mission 
statement for each committee, 
the incoming chair and members 
understand how their work fits within the 
association’s mission.

These are provided as examples common 
to associations.

Budget Committee 
The mission is to prepare the annual 
budget, monitor the budget, and ensures 
that reports are presented to the board 
and reflected in the meeting minutes. 
The treasurer most often chairs the 
committee. Their concerns may expand 
as the organization seeks to diversify 
income sources.

Conference Committee 
The mission is to plan, organize and 
conduct the annual conference. The 
committee reviews prior conference 
strengths and weaknesses and makes 
recommendations for educational tracks 
and speakers. The committee does not 
select the site nor plan the details or 
logistics.

Education Committee 
The mission is to determine the 
continuing and practical education needs 
of members and the profession and 
develop or plan courses, content, and 

speakers accordingly. Offerings should 
produce revenue or at least break even.

Ethics Committee 
The mission is to encourage ethical 
conduct of the members by providing 
informal, non-binding ethics opinions and 
to recommend and/or review proposed 
changes to the Code of Standards.

Executive Committee 
The mission is to conduct necessary 
business on matters of urgency in 
between meetings of the board of 
directors.

Government Affairs Committee 
The mission is to ensure adequate 
monitoring, lobbying, and oversight on 
legislative and regulatory issues that 
could affect the association and the 
members. And make recommendations 
to the board on official positions.

Membership Committee 
The mission is to recruit new members 
by developing a sustainable growth plan 
and, at the same time monitor retention. 
The committee should monitor member 
needs and the value of membership; 
recommending adjustments to benefits 
and services accordingly.

Nominating Committee 
The mission is to develop a process 

by which the organization may 
identify and vet candidates and make 
recommendations to the board in a 
timely and prescribed format. Additional 
duties may be assigned related to 
planning board orientation and board 
performance evaluation. Sometimes the 
nomination committee takes on broader 
year-long responsibilities at the Board 
Development Committee.

Past Chairs Council 
The mission is to undertake special 
assignments suggested by the chief 
elected officer or board. The Council’s 
projects are often special tasks and 
fund-raising projects not in the purview of 
other committees.

Program Committee 
The mission is to develop and ensure the 
highest quality of events and education 
offered to members and non-members. 
They may work with other committees 
such as Conference and Publicity. They 
should strive to be aware of industry 
trends and members’ needs continually.

Publicity Committee 
The mission is to improve understanding 
of the profession and the association 
through a variety of public outreach 
efforts, marketing, and public relations.

Committee Descriptions – Samples
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Government Affairs Committee – The mission is to 
ensure that there is adequate monitoring, lobbying 
and oversight on legislative and regulatory issues that 
could affect the association and members. And make 
recommendations to the board on official positions.

Budget Committee – The mission is to prepare the annual 
budget, monitor the budget and ensure that reports 
are presented to the board and reflected in the meeting 
minutes. The committee is most often chaired by the 
Treasurer. Their concerns may expand as the organization 
seeks to diversify income sources.

Program Committee - The mission is to develop and 
ensure the highest quality of events and education offered 
to members and non-members. They may work with other 
committees such as Conference and Publicity. They should 
strive to continually be aware of industry trends and
members’ needs.

Membership Committee - The mission is to recruit new 
members by developing a sustainable growth plan, and at 
the same time monitor retention. The committee should 
monitor member needs and the value of membership; 
recommending adjustments to benefits and services 
accordingly.

Nominations Committee – The mission is to develop a 
process by which the organization may identify and vet 
candidates, and make recommendations to the board in a 
timely and prescribed format. Additional duties related to
planning board orientation and board performance 
evaluation may be assigned, also known as the Board 
Development Committee.

1. Monitor the state or federal legislature for issues impacting 		
	 the profession and report to the board.
2. Identify groups with which to collaborate or join forces to 		
	 increase clout.
3. Develop position papers on issues identified by the board.
4. Plan and promote attendance at the annual Day on the Hill.

1. Create the annual budget and present it to the board at least 	
	 90 days prior to the start of the fiscal year.
2. Ensure the financial reports are presented according to 		
	 Generally Accepted Accounting Principles.
3. Research and recommend non-dues income sources that 		
	 can supplement income by at least 5 percent this fiscal year.
4. Develop a policy for reserve funds and savings.

1. Realizing the current benchmark for our market share of 		
	 potential members is X%, it is our aim to increase it to 5%.
2. Survey members’ needs and satisfaction in a professional 		
	 manner.
3. Reach out to college faculty and students to build a pipeline 	
	 of future members.
4. Maintain a retention rate of at least 85%.

1. Review the prior year of programs related to return on 		
	 investment and member value, making recommendations 
	 for the year ahead.
2. Develop one signature program incorporating a nationally 		
	 recognized speaker and an opportunity to draw from other 		
	 professions.
3. Collaborate with publicity committee to improve member 		
	 awareness of programs.
4. Develop a master calendar of programs and events.

1. Review the strengths and weaknesses of our current board.
2. Follow the bylaws in announcing nominations, making 		
	 recommendations to the board of directors, and preparing 		
	 the slate of nominees.
3. Vet candidates by discussing our conflict of interest 		
	 statement and board duties.
4. Assist with the board orientation process.

Charging the Committees – Samples
Sample Mission/Purpose Statement Sample Assignments / Tasks
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Volunteer Form - Sample
If you are interested in serving on a committee, please complete this form. Generally, committee appointments are one year in 
duration in accordance with the bylaws. Some committees may be shorter ad hoc and task forces. It is recommended that committee 
members, in accepting appointments, commit themselves to attend the mid-year and annual meetings since many meetings are 
normally held at these times.

Name: __________________________________________________ Organization: ____________________________________________ 

Phone:__________________________ Email Address:_____________________________________________ Date: _________________

Committee Preferences (Please rank areas of interest with “I” being top preference.

o Awards and Scholarships

o Membership – Recruitment and Retention

o Member Benefits and Services

o Government Relations

o Nominations and Leadership Development

o Technology

o Professional Development and Education

o Finance Committee

Can you attend the Midyear and/or Annual Conference? Yes o No o

Do you have computer access to meet, collaborate or work on-line? Yes o No o

Numbers of years you have been a member? _______________

Do you check e-mail daily? Yes o No o Access to Internet? Yes o No o

List any committees on which you have served on in our organization: _______________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________

List relevant background experience for committee assignment: __________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________ 
________________________________________________________________________________________________________________

Do you believe you have any conflicts of interest?  _____________________________________________________________________
________________________________________________________________________________________________________________
________________________________________________________________________________________________________________ 
________________________________________________________________________________________________________________

Are you interested in advancing to a leadership role? o Yes    o No

Thank you for your willingness to serve on a committee.
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Committee Agenda – Sample

4

4

Mission Statement

(Insert mission statement at top or bottom of the agenda: i.e., “The mission is to determine the continuing and practical education 
needs of members and the profession and develop or plan courses, content, and speakers to fulfill the needs. Programs should 
produce revenue or at least break even.”)

Chair: _____________________________________________________  Vice-Chair:____________________________________________

Meeting Date: ______________________________________________  Meeting Time:_________________________________________

Meeting Location:_________________________________________________________________________________________________

	 Committee Members Present:  o Sign-in Sheet attached or listed on back

Welcome

Reminders (conflicts of interest, confidentiality)				  

Review Prior Meeting Minutes

Approval of Prior Meeting Minutes

Business of the of the Committee Meeting

Assignment #1

Assignment #2

Assignment #3

Assignment #4

Old or New Business

Next Steps

Adjournment and Thank You

Person Completing This Form: ___________________________________________ Submission Date: ____________________________

Rate the Meeting

Add a rating scale from 1 – 2 – 3 – 4 – 5 at the bottom of meeting agendas (include it in the footer.)  Before adjournment, the 
chair should ask, “How do you think we did at today’s meeting? Please circle 1 to 5 with five being the best.” Take a moment to 
discuss why anybody thought the meeting result was less than a five and how to make improvements.
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Committee Evaluation Tool - Sample
Self–Evaluation and Meeting Feedback
(NOTE: Insert committee name and mission on the form before distribution to members for feedback.)

Feedback and Input to Improve  
Governance and Board Meetings 

1. Meeting agendas and room setups are
	 conducive to doing work

	 Comments

2. Committee focuses on goals that advance 		
	 the mission statement

	 Comments

3. Chairman encourages and respects diverse 	
	 viewpoints and ideas

	 Comments

4. Lines of authority and responsibility are
	 clear between the committee, board, and 		
	 staff (the staff are respected)

	 Comments

5. Outcomes are relevant to members and
	 stakeholders

	 Comments

6. Discussions focus on future solutions rather 	
	 than problems of the past

	 Comments

Outstanding Very Good Satisfactory Unsatisfactory Not Sure
N/A
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_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________

NOTES



18 COMMITTEE MANAGEMENT WORKBOOK

Permission is granted to save, share, adapt, translate, and copy  
the Committee Orientation Workbook for educational purposes.


