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Chair of trustees: A model job description

Key Responsibilities:

1. To provide leadership to the board and to ensure that trustees fulfil their duties and responsibilities for the proper governance of the charity.

2. To support, and where appropriate, to challenge the chief executive and to ensure that the board as a whole works in partnership with executive staff.

Duties and tasks to fulfil the key responsibilities:

1. To provide leadership to the board and to ensure that trustees fulfil their duties and responsibilities for the proper governance of the charity.

1.1
To guard the long-term future of the charity by ensuring that:

· the board sets the mission, vision, strategy and high-level policies for the charity within the powers and restrictions in its charitable objects and governing instruments;

· the board takes steps to monitor the performance of the charity and to ensure that the charity satisfies all regulatory and legal compliance requirements;

· major risks to which the charity is exposed are reviewed regularly and systems are established to mitigate these risks without the charity becoming totally risk averse;

· the charity has a satisfactory system for holding in trust for the beneficiaries moneys, properties and other assets and ensure that moneys are invested to the maximum benefit of the charity, within the constraints of the law and ethical and other policies laid down by the board;

· the charity’s financial dealings are systematically accounted for, audited and publicly available;

· internal controls and systems (both financial and non-financial) are audited and reviewed regularly;

· the board and the charity are fair and open to all sections of the community in all the charity’s activities;

· the board and the charity hear the voices and views of key stakeholders, especially beneficiaries.

1.2    To ensure the highest possible standards of governance by ensuring that;

· the charity has a governance structure that is appropriate to a charity of its size/complexity, stage of development, and its charitable objects and that these structures and the governing instruments are reviewed regularly;

· the board delegates sufficient authority to its committees, the chair, the chief executive and others to enable the business of the charity to be carried on effectively between meetings of the board;

· the board’s delegated authority is recorded in writing by means of terms of reference for board committees, job descriptions for honorary officers and for key staff, etc; and, the board monitors use of these delegated powers;

· the board has on it the skills it requires to govern the charity well and these skills are utilised, and that the board has access to relevant external professional advice and expertise;

· there is a systematic, open and fair procedure for the recruitment and co-option of trustees, future chairs of the board and future chief executives;

· all members of the board receive appropriate induction, advice, information and training (both individual and collective);

· trustees act reasonably, always act in the interests of the charity and comply with the charity’s code of conduct for trustees;

· the board of trustees regularly reviews its performance.

1.3 To ensure the proper and efficient conduct of board meetings by:

· chairing trustee meetings effectively, seeking consensus, balancing the need for full debate on key questions with the expeditious despatch of business so as to reach clear and agreed decisions as swiftly as possible;

· encouraging all trustees to participate and to feel free to challenge constructively both the chair and the chief executive;

· taking an active role in ensuring that board agendas are meaningful and reflect the key responsibilities of trustees; 

· ensuring that the chief executive and his/her staff provide the board with relevant, timely and accurate information in order to allow the board to discharge its responsibilities. This should include alerting the board to major risks, informing the board of current and future key issues, including significant trends, and informing the board about external changes which may impact on the charity; 

· ensuring that board decisions are made in the best, long-term interests of the charity and that the board takes collective ownership of these decisions;

· ensuring that decisions taken at meetings of the board are implemented;

· ensuring that that there is an annual programme of board and committee meetings, carefully structured agendas and high quality briefing papers providing timely information and concentrating on governance.

2. To support, and where appropriate, to challenge the chief executive and to ensure that the board as a whole works in partnership with executive staff 

2.1
To support the chief executive by:

· ensuring there are clear and open processes for the recruitment (and if necessary dismissal) of the chief executive, and for setting and reviewing the remuneration package of the chief executive;

· ensuring that the board focuses on its governance role and does not slip incrementally, or otherwise, into the management role;

· arranging regular, but not over frequent, meetings with the chief executive and by developing a very professional relationship with the chief executive within which each can speak openly about concerns, worries and challenges;

· providing leadership to the chief executive to ensure that the charity is run in accordance with the decisions of the board and the charity’s governing documents and that there is clarity about the charity’s objectives at all levels; 

· supervising the chief executive on behalf of the board (unless other arrangements are made), always remembering that the chief executive is responsible to the board as a whole and not to any one individual trustee or sub-group of trustees;

· ensuring the chief executive’s performance is reviewed regularly;

· ensuring the chief executive has the opportunity for professional development and has appropriate external professional support;

· in partnership with the chief executive, to agree respective roles in representing the charity and acting as spokesperson.

2.2
To make sure that the board understands and fulfils its responsibility to hold the chief executive and the executive team to account by ensuring that:

· when necessary, the chair and the trustees challenge the chief executive constructively and only in the best interests of the charity and as “critical friends”;

· the chief executive is clear about the key performance indicators by which he/she will be held accountable;

· the chief executive understands his/her crucial responsibility to provide relevant, honest, timely, high-quality information and advice to the board of trustees;

· there are appropriate mechanisms, both internal and external, to verify that the board receives a balanced and honest picture of how the charity is doing.

2.3
To ensure the board works in partnership with management by:

· ensuring through the chief executive, that the staff understand the role of the board and that the chief executive provides an effective link between the board and staff;

· ensuring that staff are aware of the board’s appreciation of their successes and hard work; 

· ensuring that, through the chief executive, a performance evaluation process is in place for everyone in the organisation and that the charity invests in the development of staff; 

· ensuring that whenever practicable, trustees visit various parts of the charity, attend a few events organised by the charity and have informal opportunities to meet the senior management team, staff and beneficiaries.

2.2.2
Limitations

All chairs need to be constantly aware that:

1. the chair of trustees acts on behalf of the board of trustees and is accountable to them.

2. no individual trustee, including the chair, has authority unless specifically acting on behalf of the trustee board or with delegated authority of the board. Collectively trustees have authority. Individually they do not.

3. you are not the chief executive so do not try to do the chief executive’s job. Instead ensure that there is clarity about what the board expects the charity to achieve (strategic priorities, business/corporate plan, annual objectives, etc); what is expected of the chief executive (job description, annual goals, etc) and how performance of the charity and the chief executive will be measured.

4. “mission drift” is relatively easy, so make sure that all the charity’s work, especially any new work, falls within its charitable objectives; that the board is aware of the restrictions in the governing documents and limits itself to the powers it has through these governing instruments. If the objects and/or powers are not wide enough for the future plans of the charity, it is important for the trustees to review these and, where appropriate, obtain the consent of the Charity Commission for any proposed changes. [See also personal liabilities of trustees on page…..]

5. your governing instruments will specify how trustees and members are appointed. If procedures are not properly followed you may find that some or all of the trustees, including yourself, have no authority to act on behalf of the charity because they had not been validly appointed! If your charity is also registered as a company, you must make sure that the company secretary keeps a proper record of who are “members” of the company; makes sure that trustees are appointed members of the company and that trustees resign from membership when they resign from trusteeship unless your governing instruments say that membership of the company automatically ceases following resignation as trustee.

Model job description for trustees

Key responsibilities:

With other trustees to hold the charity “in trust” for current and future beneficiaries by:

1. ensuring that the charity has a clear vision, mission and strategic direction and is focused on achieving these;

2. being responsible for the performance of the charity and for its “corporate” behaviour;

3. ensuring that the charity complies with all legal and regulatory requirements;

4. acting as guardians of the charity’s assets, both tangible and intangible, taking all due care over their security, deployment and proper application;

5. ensuring that the charity’s governance is of the highest possible standard.

Duties and tasks to fulfil these key responsibilities:

1. Ensuring that the charity has a clear vision, mission and strategic direction and is focused on achieving these;

To work in partnership with other trustees, the chief executive and other senior staff to ensure that 

1.1
the charity has a clear vision, mission and strategic plan that have been agreed by the board, and that there is a common understanding of these by trustees and staff.

1.2
the business, operational and other plans support the vision, mission and strategic priorities.

1.3
the chief executive’s annual and longer term objectives and targets support the achievement of the vision, mission & strategic priorities.

1.4
board policies support the vision, mission and strategic priorities.

1.5
there are effective mechanisms

· to listen to the views of current and future beneficiaries; 

· to review the external environment for changes that might affect the charity; 

· to re-assess the need for the charity and for the services it provides, or could provide and 

· to review regularly its strategic plans and priorities.

2. Being responsible, with the other trustees, for the performance of the charity and for its “corporate” behaviour;

2.1 To agree the method for measuring objectively the progress of the charity in relation to its vision, mission, strategic objectives/priorities, business plans and annual targets, and to receive regular reports on the performance of the charity.

2.2 To ensure that the fundamental values and guiding principles of the charity are articulated and reflected throughout the charity.

2.3 To ensure that views of beneficiaries on the performance of the charity are regularly gathered and considered by the board.

2.4 To appoint the chief executive, to set his/her terms and conditions and to ensure that the chief executive and the charity invest in the chief executive’s ongoing professional development.

2.5 To receive regular reports from the chief executive on progress towards agreed strategic priorities.

2.6 To hold the chief executive to account for the management and administration of the charity.

2.7 To ensure that the chief executive receives regular, constructive feedback on his/her performance in managing the charity and in meeting his/her annual and longer term targets and objectives.

2.8 To ensure that the chief executive develops a learning organisation and that all staff, both paid and unpaid, review their own performance and regularly receive feedback.

2.9   To articulate the values of the charity.

2.10 To agree board policies.

2.11 To ensure that there are mechanisms for beneficiaries, employees, volunteers, other individuals, groups or organisations to bring to the attention of the trustees any activity that threatens the probity of the charity.

3. Ensuring that the charity complies with all legal and regulatory requirements; 

3.1. To be aware of, and to ensure the charity complies with, all legal, regulatory and statutory requirements.

3.2. To maintain familiarity with the rules and constitution that govern the charity, to ensure that the charity complies with its governing instruments and to review the governing instruments regularly.

3.3. If the charity has powers to delegate, to agree the levels of delegated authority, to ensure that these are recorded in writing by means of minutes, terms of reference for board committees and sub-committees, job descriptions for honorary officers, trustees and key staff, etc., and to ensure that there are clear reporting procedures which are also recorded in writing and complied with.

3.4. To ensure that the responsibilities delegated to the chief executive are clearly expressed and understood, and directions given to him/her come from the board as a whole.

4. Being guardians of all the charities assets, both tangible and intangible, taking all due care over their security, deployment and proper application.

4.1. To ensure that the charity has satisfactory control systems and procedures for holding in trust for the beneficiaries all monies, properties and other assets and to ensure that monies are invested to the maximum benefit of the charity, within the constraints of the law and ethical and other policies laid down by the board. 

4.2. To ensure that the major risks to which the charity is exposed are reviewed annually and that systems have been established to mitigate or minimise these risks.

4.3.    To ensure that the income and property of the charity is applied for the purposes set out in the governing document and for no other purpose, and with complete fairness between persons who are properly qualified to benefit.

4.4.    To act reasonably, prudently and collectively in all matters relating to the charity and always to act in the interests of the charity.

4.5.    To be accountable for the solvency and continuing effectiveness of the charity and the preservation of its endowments.

4.6. To exercise effective overall control of the charity’s financial affairs and to ensure that the way in which the charity is administered is not open to abuse by unscrupulous associates, employees or volunteers; and that the systems of control are rigorous and constantly maintained through regular evaluation and improvement in the light of experience.

4.7.    To ensure that intangible assets such as organisational knowledge and expertise, intellectual property, the charity’s good name and reputation etc are properly valued, utilised and safeguarded.

4.8.    If the charity owns land, to know on a continuing basis what condition it is in, if its boundaries are being encroached upon, what can be done with it and how it is or should be used. In particular, to ensure that any property which is a permanent endowment is preserved and invested in such a way as to produce a good income while at the same time safeguarding the real value of the capital.

4.9.    To ensure that all income due to the charity is received and that all tax benefits are obtained and all rating relief due is claimed.

5. Ensuring that the charity’s governance is of the highest possible standard.

5.1
To ensure that the charity has a governance structure that is appropriate to a charity of its size/complexity, stage of development, and its charitable objects, and that enables the trustees to fulfil their responsibilities.

5.2

To reflect annually on the board’s performance and your own performance as a trustee.

5.3
To ensure that the trustee board has the skills required to govern the charity well, and has access to relevant external professional advice and expertise.

5.4
To ensure that there is a systematic, open and fair procedure for the recruitment or co-option of trustees.

5.5

To ensure that there are succession plans for the chair and the chief executive.

5.6
To participate in individual and collective development and training of trustees.

5.7
To abide by the code of conduct for trustees.

5.8
To ensure that major decisions and board policies are made by the trustees acting collectively.

Chief Executive: Model job description 

Responsible to: The board of trustees as a whole but usually line-managed by the chair of trustees on behalf of the board.

Key Responsibilities:

1. To provide leadership to the charity and to be responsible for the management and administration of the charity within the strategic and accountability frameworks laid down by the board of trustees.

2. Together with the chair to enable the board of trustees to fulfil its duties and responsibilities for the proper governance of the charity and to ensure that the board receives timely advice and appropriate information on all relevant matters.

Duties and tasks to fulfil the key responsibilities:

1. To provide leadership to the charity and to be responsible for the management and administration of the charity within the strategic and accountability frameworks laid down by the board of trustees.

1.1
Leadership

· To lead, inspire and motivate staff and volunteers 

· To assist the board in agreeing the values, ethos, vision and mission of the charity;

· To lead the review and development of a medium to long-term strategy for the charity within its objects, vision, and mission, and to obtain the approval of the board. 

· To develop the work of the charity in order to achieve the agreed strategic plan and its objects, vision and mission and thus to ensure that the charity is focused on achieving the strategic priorities;

· To ensure that the charity’s values, ethos and policies are relevant, fair and consistently implemented;

· To develop an organisation that is constantly seeking ways to learn and to improve its performance;

· To develop and maintain an environment that attracts and retains the best staff and volunteers.

1.2 Management 

· To be accountable to the board for the proper and effective management of the charity;

· To run the charity efficiently and effectively by ensuring that the charity has an appropriate management structure and management systems in order to fulfil its strategic objectives and to carry out its work;

· To ensure that all management policies and decisions support the agreed vision, mission, values, philosophy and strategic priorities of the charity;

· To ensure that business, operational and annual plans to underpin the strategic plan are developed, agreed and implemented;

· To identify appropriate methods for monitoring the performance of the charity and to report back to the trustees on the performance of the charity against its strategy, its business, operational and annual plans, and against the annual budget as approved by the board.

· To ensure that the recruitment, management, training and development of staff reflect good employment practice and are directed towards achieving the charity’s objectives; 

· To ensure that the charity is aware of best practice and that it constantly works to achieve this within the constraints laid down by the trustees and resources available.

1.3 Finance and risk

· To be responsible overall for the financial health of the charity including developing, overseeing and monitoring an effective programme of income generation;

· To ensure that the major risks to which the charity is exposed are reviewed regularly by the board and the executive team, and systems have been established to mitigate these risks; and to ensure a risk analysis is automatically carried out when taking on new work or proposing new work to the board;

· To ensure that there are effective mechanisms to ensure the robustness of external and internal controls (financial and non-financial).

1.4 External and internal relations

· To foster good communications throughout the charity and externally;

· To develop, as appropriate, the charity’s public profile and foster good relationships with government, statutory, voluntary and private bodies and other external stakeholders;

· To set up mechanisms for listening to the views of current and future beneficiaries on the performance of the charity as well as on areas for future development;

· To scan the external environment for changes that may affect the charity, to advise the trustees proactively and to take necessary action.

1.5 Legal and regulatory compliance

· To ensure that the charity fulfils all its legal, statutory and regulatory responsibilities.

2 Together with the chair to enable the board of trustees to fulfil its duties and responsibilities for the proper governance of the charity and to ensure that the board receives timely advice and appropriate information on all relevant matters.

2.1
Strategy & planning

· In partnership with the chair, to ensure that the trustees set the values, ethos, vision, mission, strategic objectives and strategic priorities for the charity.

2.2
Ensuring high quality governance

· Draw the board’s attention to matters that it should consider and decide;

· Ensure that the board receives all necessary advice, guidance and information on matters relating to current performance, the short and long-term future of the charity, regulatory and legal compliance and other appropriate issues; making sure that such advice, guidance and information are timely, honest, balanced and relevant;
· To ensure that the staff understand and support the governance role of the board and that there is a positive and constructive working relationship between the board and the executive;

· To ensure with the chair that the board of trustees reviews regularly the charity’s, governing instruments, the charity’s governance structure and to assist with the board’s assessment of its own performance;

· In partnership with the chair to ensure that the board’s delegated authority is recorded in writing, understood fully by staff and volunteers and that all agreed reporting procedures are followed;

· To work closely with the board to ensure that the board has on it the skills it requires to govern the charity well, and that the board has access to relevant external professional advice and expertise; 

· To assist the chair in ensuring that there is a systematic, open and fair procedure for the recruitment or co-option of trustees, future chairs of the board and future chief executives;

· To work with the chair to ensure that all members of the board receive appropriate induction, advice, information and training (both individual and collective) thus getting the best thinking and involvement of each member of the board.

2.3
Board meetings

· To ensure that the board is given the information it needs to perform its duties;

· In partnership with the chair, to develop an annual programme of board and committee meetings and board away days;

· In partnership with the chair to ensure that the right and appropriate items reach board agendas and that high-quality papers support each item on the agenda;

· To assist the chair in ensuring that the board focuses on its governance role by making sure that the board agenda and papers do not draw the board away from governance and into unnecessary detail and management issues;

· To report regularly to the board of trustees on the performance of the charity, progress towards the strategic priorities and the achievement of board policies;

· To submit high-level policy proposals for the approval of the board or assist the board in the development of these policies and to be responsible for the efficient and effective achievement of these policies;

· To implement board decisions.

2.4
Relationships with the chair of trustees

· To have regular one to one meetings with the chair at which the chair and chief executive can talk openly, discuss progress and problems, agree expectations of each other, plan the board’s annual programme together and prepare together for meetings; [The chief executive and chair should ensure that there are no “surprises” between chair and chief executive at board meetings or elsewhere.]

· In close consultation with the chair to agree respective roles in representing the charity and acting as spokesperson at public functions, public meetings and to the press/media.

Role analysis exercise

How to carry out this role analysis exercise:

· The role analysis exercise that follows should be used as a basis for discussion in order to clarify roles.

· It is important that the chair and chief executive adapt the form adding and removing some of the subject areas and then work through the exercise together, having previously and separately thought through the issues.

· Columns should NOT be completed by a series of ticks. Instead descriptions need to be used. For example: no role, carries out, full authority, proposes action, suggests options, informs, if within budget approved by the board, reports back to ……….

· A discussion with the whole board should follow.

· Roles need to be reviewed regularly because organisations develop and change.  Personnel change too - the previous chair may have been a brilliant public speaker and an excellent spokesperson for the organisation; the new chair may have different skills and may prefer to leave this role to others.

· The process of discussing respective roles should in itself contribute much to a good, strong partnership between the chair and chief executive.  Often, when a good relationship is established, there is little further need to refer to job descriptions.  However, if an organisation is growing rapidly and roles are changing, job descriptions should be regularly reviewed and, if appropriate, changed by mutual agreement.

	Chief Executive's Role
	Subject Area
	Chair's Role
	Board’s role
	Delegated to ……. Committee

	
	Functioning Effectively at Trustee level
	
	
	

	
	Structuring the Board
	
	
	

	
	Recruiting new trustees
	
	
	

	
	Ensuring trustees understand their responsibilities
	
	
	

	
	Induction, briefings, training, support of trustees
	
	
	

	
	Board meetings, board papers, board agendas
	
	
	

	
	Dealing with difficult or “rogue” trustees
	
	
	

	
	Succession Planning
	
	
	

	
	Information needs of trustees
	
	
	

	
	Reviewing the constitution
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


	Chief Executive's Role
	Subject Area
	Chair's Role
	Board’s role
	Delegated to ……. Committee

	
	Planning strategically
	
	
	

	
	Defining the mission
	
	
	

	
	Defining the vision
	
	
	

	
	Leading strategic planning
	
	
	

	
	Producing & agreeing the strategic plan
	
	
	

	
	Producing & agreeing the Corporate or Business Plan
	
	
	

	
	Producing & agreeing the Annual plan and targets
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	Policy
	
	
	

	
	Deciding which policies are Board policies
	
	
	

	
	Developing a timetable to review board policies
	
	
	

	
	Policy recommendation and development
	
	
	

	
	Identifying and managing risk
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	Evaluation
	
	
	

	
	Agreeing Key Performance Indicators
	
	
	

	
	Monitoring Key Performance Indicators
	
	
	

	
	Measuring the performance of the organisation
	
	
	

	
	Monitoring the performance of the organisation
	
	
	

	
	Appraising the Chief Executive
	
	
	

	
	Reviewing the performance of the Board
	
	
	

	
	Reviewing the performance of board committees
	
	
	

	
	Staff appraisal
	
	
	

	
	
	
	
	

	
	
	
	
	


	Chief Executive's Role
	Subject Area
	Chair's Role
	Board’s role
	Delegated to ……. Committee

	
	
	
	
	

	
	External Relationships
	
	
	

	
	Chief spokesperson
	
	
	

	
	Spearheads lobbying
	
	
	

	
	Spearheads fundraising
	
	
	

	
	Media policy
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	Financial
	
	
	

	
	Budget preparation
	
	
	

	
	Budget approval
	
	
	

	
	Capital purchase (major equipment, cars, buildings)
	
	
	

	
	Building renovation/ refurbishment decision
	
	
	

	
	Expansion decisions
	
	
	

	
	Leasing decisions
	
	
	

	
	Purchase of major items
	
	
	

	
	Major repairs (more than £............)
	
	
	

	
	Minor repairs (less than £............)
	
	
	

	
	Emergency repairs
	
	
	

	
	Monthly financial reporting
	
	
	

	
	Monthly financial approvals
	
	
	

	
	Staff salaries
	
	
	

	
	Signing of contracts above £….
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	Personnel
	
	
	

	
	Hiring of staff
	
	
	

	
	Dismissing staff
	
	
	

	
	Allocating work/projects to staff
	
	
	

	
	Staff grievances
	
	
	

	
	Staff disciplinary procedure
	
	
	

	
	Staff appeals (grievance, discipline, appraisal)
	
	
	

	
	Appointing the Chief Executive
	
	
	

	
	.
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