COUNCIL OF REPRESENTATIVES





JULY 31 & AUGUST 2, 2013

ACTION ITEM # 7
VI.    ORGANIZATION OF THE APA
GOOD GOVERNANCE PROJECT REPORT AND RECOMMENDATIONS
SUMMARY

Council is asked to receive the Good Governance Project Report.  Council is further asked to approve the motions outlined in Main Motion II that were developed by the Board of Directors and to consider the assembly structural options provided on page 12 and 13 of the GGP Report.     
STRATEGIC GOALS/OBJECTIVES

Maximize Organizational Effectiveness (1c).

FUNDING

Fiscal Implications for motion #8 are as follows:
Estimated Costs for 2013: $24,000 ($20,500 for one meeting and $3500 for conference calls, printing and supplies).

Estimated Costs for 2014: $48,000 ($41,000 for two meetings and $7,000 for conference calls, printing and supplies).

Meeting Costs

20 ppl x 600 = $12,000 (Travel)

20 ppl x 250 = $5,000 (Hotel)

20 ppl x 175 = $3,500 (Hotel F&B and Dinner)

                          $20,500 Total

Potential fiscal implications for motions #2, #6 and #7 are included in the GGP report.  The IWG would be tasked with determining the actual fiscal implications for the other items to bring back to Council for approval.

IMPLEMENTATION

The Board recommends the establishment of an Implementation Work Group (motion #8) that would be tasked with developing the implementation and transition plans of the governance changes that Council adopts.     
RECOMMENDATION

The Board recommends approval of the main motions provided below.  The Board did not bring forward a main motion for #7 (Assembly Structural Options). The Board acknowledges that it is up to the Council to determine its own future and therefore has decided to bring forward all three options outlined in the GGP report for Council’s consideration. The Board notes that all three models will require further detailing in order to be implemented.

MAIN MOTION I
1
That Council receives the Good Governance Project Report.
MAIN MOTION II
GGP Action Item #1: Enhance the Use of Technology

Background

Effective use of technology will enable governing bodies to manage their workload throughout the year, addressing routine decisions on an ongoing basis, and maximizing the time available for dialogue when face-to-face. It also will help inform not only their decisions but will help keep members apprised about both the what and the why of governance actions.

Motion #1
In order to enhance governance effectiveness, efficiency and nimbleness in addressing the future of psychology and APA, Council supports the enhanced use of technology to engage members and provide increased opportunity to do the work of governance (as well as the advisory bodies) in addition to face-to-face meetings. 

Council directs the President to instruct the Implementation Work Group (IWG) to design the specific steps, including a determination of the fiscal implications, and provide a report on progress made at Council’s February 2014 meeting. (See Motion #8) The plan will address what is needed to:

1. Expand opportunities for communication with and learning by members of governance; 

2. Add general member’s viewpoints into deliberations; 

3. Increase opportunity to do the work of governance between face to face meetings; 
4. Increase communication about the activities of governance.

GGP Action Item #2: Leadership Pipeline and Development Process

Background

The purpose of a leadership development initiative is to open up opportunities for participation in leadership training; to increase member engagement in governance; to nurture a culture of continuous learning for existing leaders; and to help prepare psychologists for leadership roles outside of APA. 

This program would build upon the successful experiences of existing leadership programs.  Candidates could self-nominate or be nominated by divisions, SPTA, regional or ethnic minority psychological associations or other leadership programs.  Curriculum would address the needs of new leaders as well as help seasoned leaders continue to grow in their leadership skills.

Motion #2

Council supports developing a process for opening, and thus broadening opportunities for leadership participation and leadership development for governance service.  

Council directs the President to instruct the IWG to develop a transition and implementation plan for the development of a leadership program focused on training for governance leadership as well as leadership in the general APA community, including fiscal implications, and provide a report on progress made at Council’s February 2014 meeting.  

GP Action Item #3: Embrace a Triage System

Background

Triage is designed to evaluate governance agenda issues by considering their level of significance to (1) the organization, (2) the public, (3) the discipline, and (4) APA members.  The triage process  then determines the level of engagement and complexity required to sufficiently address a given issue and decide on a course of action (that is, whether the issue requires the attention of the governance system or not and, if so, where in the governance system the item should be addressed).  The underlying assumption of this triage system recommendation is that some issues are more important and complex than other issues, with the former warranting far more attention and inclusive engagement than the latter. The process also is designed to eliminate duplication of work on the same or similar issues by multiple bodies within governance. A further dimension in the triage system is the degree to which speed is a factor in responding to an item or whether a more deliberate review is appropriate.
The triage system details are dependent on the specific structure of the governance system.  Once Council determines what that future configuration will look like, then the triage system can be designed to assist in moving items effectively within that system.

Motion #3

Council supports the creation of an APA governance-wide triage system to ensure that the appropriate level of governance authority addresses new items and emergent situations in a timely and comprehensive fashion, without duplicative efforts.

Council directs the President to instruct the IWG to bring back a triage implementation plan including fiscal implications, and provide a report on progress made at Council’s February 2014 meeting.  The work group should examine ways to incorporate technology into this process and a method for tracking items as they move the system.

GGP Action Item 4:  Repurposing Existing Council as an Assembly

Background 

GGP has proposed that COR shift from its current functioning as a primarily reactive body whose engagement is a relatively passive one at the end of the policy development process to an active Assembly engaged in meaningful work directing the disciplinary policy development of the organization. That could be accomplished by focusing the work of the Assembly on issues involving the discipline of psychology writ large – on the overarching issues that need both multidisciplinary and broader strategic perspectives. This also has the advantage of positioning the Assembly at the beginning of the process, allowing it to help shape the discussions about the aspects of the issues that align with APA’s strategic interests and mission and determining where within the APA family the conversation should unfold. It should also eliminate duplication of effort across the organization and encourage the creation of working groups reflecting a wide variety of perspectives. It will entail ongoing, strategic dialogue throughout the year, dedicated portions of meetings to focus on specific issues that have been well documented. And it will mean less time spent on lengthy agendas for which a body that meets twice a year cannot be well informed.
Because this is primarily a functional change, this can be accomplished with essentially no change in structure.  GGP does recommend that the Assembly elect its own leadership team to help manage the new workflow and prioritize the work load that comes with a shift to discussions of major topics as opposed to one that takes up whatever items happen to be next on the agenda. Mega issue discussions need considerable advance planning and preparation to be successful.

Motion #4

Council approves re-constituting itself as the APA Assembly whose purpose is to direct and inform APA policy and ensure APA policies are aligned with APA’s mission and strategic plan. The Assembly will identify and prioritize the major issues facing psychology and APA’s efforts to fulfill its mission.

To meet its purpose, the APA Assembly will need to:

1. Develop a mechanism to select an Assembly Leadership Team to help manage the Assembly’s workflow;

2. Develop a process to identify and prioritize and move to address the major issues facing psychology;

3. Develop a mechanism to articulate and prioritize APA’s efforts to advance its mission;

4. Develop a plan to use technology to advance the work of the Assembly; 

5. Participate in an APA wide triage system to enhance the work of the Association;

6. Develop a strategy to employ APA boards and committees as Assembly resources of expertise and action.

GGP Action Item #5: Realign Fiduciary Roles

Background 

Under the current structure defined by the Bylaws, the Council of Representatives carries the full fiduciary responsibility for all APA activities. Through various Association Rules and policies Council has delegated authority to other groups to carry on some of these activities but Council still holds ultimate responsibility for all work.  Under the new DC Non-profit Act which APA may opt to be covered by, it is now possible for the first time to form “designated bodies” within APA which can be assigned full fiduciary duty for specific activities, relieving the main governing body of some responsibilities and allowing more focused work. Using that approach, COR could propose amendments to APA’s governing documents to designate the Board as fully responsible for specific internal subject areas, such as the budget, CEO evaluation and corporate policy (as opposed to policy related to APA’s mission).  As an alternative, Council could decide to conduct a pilot of this approach by adopting a policy delegating specific areas to the Board for several years on a trial basis, deferring a decision on transferring full fiduciary responsibility for those areas until after the trial period has ended. 

GGP is proposing that the Board no longer be the Executive Committee of Council (a Leadership team created by the Assembly from its own membership would take on this role), but a separately elected body with a large portion of fiduciary responsibility for APA.  At the same time, the newly created Assembly would retain fiduciary responsibility for the development of policy related to the discipline of psychology, a task best executed by a larger and more discipline-wide body.
Fiduciary responsibilities thus moved to the Board include:
· Financial/budget -- making sure resources are allocated and utilized appropriately;
· Hire, support and conduct an annual, formal evaluation of the CEO;
· Oversight of strategic plan development (with significant input and collaboration with Assembly) and execution of that plan (in concert with staff)—thus, keeping the plan up to date and aligning organizational activities;
· Internally-focused policy development.

The Board retains its role as sole governing body for the APAPO, at present with a mandate to explore this in the future.

This shift in fiduciary responsibility means that a review of Assembly items will no longer be under the purview of the Board; that review would reside with the Assembly and its Leadership Team, freeing Board time and expediting work flow by eliminating current mandatory review of items by the Board well in advance of the Council meeting.  Additionally, the proposed triage system also reduces the number of internal policy items that the Board has to review; some items could be finalized at a lower level in the system.  The triage system would also assist in allocating items as “internal” or “external.” In those cases where the appropriate authority (Board or Assembly) may overlap, the two bodies would work collaboratively to negotiate a solution.  The same collaborative relationship is required should the Assembly pass policy that has significant fiscal implications. See the Frequently Asked Questions section of the Appendix for an example of how “collaborative governance” might work.

Two motions are proposed for Council’s consideration.  One (#5A) calls for a permanent change to the fiduciary duties outlined below to the Board and would require a Bylaws change.  The other (#5B) is a trial delegation of the fiduciary duties outlined below to the Board and does not require a Bylaws change.
Motion #5A 

Council supports taking the steps necessary to transfer fiduciary duty to the Board of Directors for the following areas designated areas: 

· financial/budget matters

· hiring , evaluation and support for the Chief Executive Officer

· Oversight with input from Assembly of the APA strategic plan

· internally focused policy development

Council directs the President to instruct the IWG to develop an implementation plan and provide a report on progress made at Council’s February 2014 meeting.

Motion #5B
In order to evaluate the desirability of transferring fiduciary duty for designated areas to the Board of Directors, Council supports delegating the responsibility for the following areas to the Board of Directors on a trial basis for the period January 1, 2014 – December 31, 2016:

· financial/budget matters

· hiring, evaluation and support for the Chief Executive Officer

· Oversight with input from Assembly of the APA strategic plan

· internally focused policy development

Council directs the President to instruct the IWG to develop an implementation plan that includes an evaluation process for the end of the three-year trial period and provide a report on progress made at Council’s February 2014 meeting.   

GGP Action Item #6: Reconfigure the Board of Directors

Background

If Motion #5 is approved, the Board’s role will shift from being the Executive Committee of Council to representing the full membership of APA.  Although the majority of the Board’s positions remain the same, GGP did recommend 3 changes that reflect the changed role: 

1. Members at Large would be drawn from and elected by the membership.

2. Some number of Members of the Assembly leadership would hold voting seats on the Board to ensure a bridge between the two bodies

3. The addition of a public member appointed by the Board to add whatever additional expertise the Board needs to fulfill its responsibilities.

The ideal Board should adequately represent the major aspects of the discipline, reflect the core value of diversity and have the expertise to address the emerging issues facing the organization.  It is unlikely that these outcomes can be achieved by chance. A process is required to ensure and to accomplish the desired goals while being open, transparent and with appropriate checks and balances built in. To that end, GGP proposes a process for evaluating Board candidates for each slate utilizing these three dimensions:

1. The disciplines of science, practice, public interest, education and possibly health are considered. Attention is paid to the c3/c6 issues in this dimension of the vetting process. This will be revisited as the c6 governance is clarified and evolves. 
2. Diversity broadly defined, including career level
3. Emerging special topic or issue needs/expertise linked to the strategic plan

Use of this rubric is conceptual, not mechanical or formulaic. It is a model that evolves over time rather than being set in stone and which focuses on needed skills sets which may change. It is thus based on skills set vs. focusing on representation. The process supports being planful in developing a slate of candidates rather than being random based on those who wish to serve but might not represent needed skills or aspects of the other two dimensions described above to ensure a balanced board. Annual reconfirmation of what the emerging special topics or issue needs/experts areas are is a central principle.  The needs assessment involves broad solicitation of input.  This process applies to all candidates drawn from general membership, including Secretary, Treasurer and President-Elect positions. APAGS and Assembly set their own criteria for selection.  

1. Differences between Board motion and GGP recommendations: The Board was in support of the slate selection process for the Member at Large positions but was not clear that this was the best approach for the three officer positions.  They appointed a Board work group to review and develop a recommendation for the Board’s August meeting.

2. GGP was not definitive about the number of Assembly leaders that might sit on the Board, and felt it depended on the Assembly structure.  For example, if the Pillar model was selected, there might be 6 members of the Assembly leadership team (one from each Pillar) who could serve on the Board.  The Board felt that expanding the size of the Board that much could be detrimental to group process, given that the actual group size includes the Board and 12 members of EMG. They recommend adding 2 members of the Assembly leadership team and counting the Secretary and Treasurer as “Assembly seats”, since those positions are elected by the Assembly; thereby limiting the size to 15.  (Original Board of 12 plus public member and 2 Assembly leaders.)  

Note:  Slates will be targeted if need be to insure that there will always be at least one Early Career Psychologist member (not counting any APAGS seat)

All candidates drawn from general membership are selected to fill existing gaps on Board, including all officers.  There will be up to 3 candidates per seat.

Motion #6

Council approves the following composition for the Board of Directors: 

· 6 members-at-large elected directly by membership, drawn from general membership 
· 4 elected by the Assembly, including Secretary & Treasurer and two from Assembly leadership team  

· 1 elected directly by APAGS membership, drawn from APAGS members (APAGS Past Chair)

· 3 in the Presidential cycle 

· 1 appointed by Board from the public (Public Member with needed expertise- non-voting.  If made voting, would increase range to 16-19.)

· CEO in ex officio role

Council approves utilizing the Assessment of Needs and Slate Development (ANSD) process for those members-at-large elected by the APA membership. 

GGP Action Item #7 – Assembly Structural Options

Based on data and feedback received from Council, the Good Governance Project Team has brought forward three options for Council if it chooses to consider restructuring itself.  The Board believes that the third option, aka the Pillar Model, is the one that would best accomplish the goals of the strategic plan of maximizing organizational effectiveness in a rapidly changing and increasingly complex environment.  However, the Board acknowledges that it is up to the Council to determine its own future and therefore has decided to bring forward all three options outlined in the GGP report for Council’s consideration. The Board notes that all three models will require further detailing in order to be implemented.

If Council votes to approve changing its structure to one of the proposed models, the Board recommends that a subcommittee of Council be established to complete those details.  
Differences between GGP and Board recommendations:

Although the Board did not bring forth a specific motion, they did view the relationship between the Board and the Assembly differently than GGP.  GGP recommended that the Board serve ex-officio on the Assembly, and that the Assembly elect its own Speaker.  The Board's recommendation was that at least the officers have voting roles and that the President preside over the Assembly.
GGP's rationale was that the two bodies had split responsibilities and therefore the Board did not need to be intimately involved in Assembly business.  The reasoning for not having the President preside over both bodies was twofold: the split responsibilities but also the high demands that would come from running both bodies. With the new system, the workload for each body will be considerable and no longer duplicative as it is now.  It could be an overwhelming task for one volunteer to manage. 
 
The Board's rationale was that the Secretary and Treasurer are elected by the Assembly and therefore are of the Assembly.  The President is elected as the presiding officer of the whole organization, and not just of one piece of the organization and therefore should have a role in shaping important policy for the discipline as well as the more operational elements of the association.
GGP Action Item #8 – Implementation Work Group

Background

The Board of Directors recommends the establishment of an Implementation Work Group (IWG) that would be tasked with developing the implementation and transition plans of the governance changes that Council adopts.   The IWG may create sub-groups to focus on specific elements of those changes (e.g., technology enhancements, leadership development, triage system, change in fiduciary roles, and the ANSD process).  The group’s role shall also be to coordinate the activity between these smaller working groups.  In addition, the IWG shall work with Office of General Counsel to ensure a review and revision of the Bylaws and Association Rules to accommodate any adopted changes. Depending on which elements are adopted, the goal is to have the more significant changes in place by January 2015.  It is anticipated that progress toward full implementation may be incremental and the IWG shall report at least twice yearly to the governing bodies on its plans and accomplishments.  

Motion #8

Council directs the President to appoint an Implementation Work Group (IWG) made up of 15-20 individuals who are a broadly representative group of leaders from diverse backgrounds and organizational perspectives and who shall include members of Council, the Board of Directors and other members who have relevant expertise.  The IWG is tasked with developing the implementation and transition plans of the governance changes that Council adopts.  

Council approves the addition of 24,000 in the 2013 Budget for one meeting in 2013 of the IWG and the inclusion of $48,000 in the 2014 Budget for two meetings in 2014 of the IWG.

BACKGROUND/HISTORY
APA launched the Good Governance Project in January 2011 as part of the strategic plan to “[assure] APA’s governance practices, processes and structures are optimized and aligned with what is needed to thrive in a rapidly changing and increasingly complex environment.”  Additional information on the project and links to previous reports can be found at http://www.apa.org/about/governance/good-governance/index.aspx.
EXHIBITS
1. GGP Report to the Council of Representatives 
Nancy Moore
Governance Affairs
