Sample leadership roles and responsibilities

Informal vs. Formal Leadership Structure

When deciding how your Chapter will be structured, it is necessary to take the pulse of the group that has assembled. Determine what the group wants to gain from the organization and what they are willing to give. Many variables must be taken into consideration. During your first sessions, some points of discussion may be:

· Willingness of attendees to help

· Frequency,  location, time, and day of meetings

· Who will host

· Formal or informal structure

· Group leadership

· Being an official chapter ACDIS

· Purpose and goals

 

The fact that you are meeting together is proof that someone has taken a leadership role and gotten the ball rolling toward some sort of gathering. The group may be together strictly for networking and support or may be seeking strong association with like professionals to further the discipline. Whatever the direction, one thing is for certain: there will need to be initiative taken by an individual(s) and some type of structure, however minimal or loose, for the continuation of the group. 

Forward motion can be decided by a few leadership people or by the group at large. If the group is to decide on structure, someone has to step forward into a leadership role and guide the group through the discussion. 
Use the following information as a guideline for that discussion, in which various possible models are considered. There are no rules stating how the structure must be established by National ACDIS. 
There are a few directives once a group becomes an official chapter of ACDIS. However, even with in an official chapter, the structure can range from an informal and volunteer mode to a strict, formal, and rigorous organization.
Leadership Models for organizational structure

Informal Model

Following the old adage “KISS-Keep it Simple Sweetie,” in this model, a very relaxed approach to structure is established. Even with an informal model, there has to be leadership. There can be one leader who takes on the burden of all work and asks for volunteers to help when needed. Co-leadership, where two people share the responsibility of leadership, reduces the burden on any one individual. Leaders can be volunteer or elected. 

 Leadership can be assigned offices such as president, vice-president, secretary or chair, co-chair, etc. and can be volunteer or elected. Even in informal organizations, roles for each office need to be established to prevent overlapping of efforts.

 Formal Model

A formal model would structure the organization with written guidelines that direct the group, such that when term of office is concluded, the in-coming leaders would carry on much the same as the previous set of leaders. By-laws or other written guidelines lay the foundation for the organization, establishing rules of operation. Once the written document is voted upon and approved by the membership, everyone is assured that business would be conducted according to a written plan. 

 Offices are established and their duties are defined in writing. Decisions are made regarding election of new officers, dues collection, meeting frequency, etc. Documents such as this, though somewhat taxing to establish, take the guess work out of the organization and help it to run more smoothly. If dues are to be collected, written documentation of the process is a good idea.

Regardless if the organization decides to be informal or formal, it is a matter of choice for those who are attending and what they want to be as a group. An informal group may decide to go formal or a formal group may decide to throw away all of the rules and become informal. Neither structure is right or wrong. 

Role Definition in Leadership Models

The choice of what roles to establish for the organization is up to the people making the choice. Regardless of what roles are established, there will be a leader(s) and others to help. Formal or Informal, assigned, volunteer or elected, someone has got to do the work. And what is more, the work is on top of the work for which the individual gets paid. Making sure that there are enough identified people to do the tasks that are needed will be a result of the structure upon which the group decides. Loose, informal structure will require less work, therefore less leadership. Formal structure with rules and regs will need more people to accomplish their mission.

 The following are some possible options that can be considered when determine leadership structure. All roles can be appointed, volunteer or elected but deciding at the outset which will be the course of action is needed.
Co-Leaders

Co-leadership model gives distinct advantage of having two competent people at the helm who, ideally, possess complementary strengths and weaknesses. All of the responsibility of leadership and support functions falls on the co-leaders. The co-leaders may do all of the work themselves or ask for volunteer help from membership. Committee structure can come into play here where duties are assigned to certain committees to take some of the burden off the two leaders. In large formal structures, the work load may be too great for the co-leader model.

Traditional leadership models

President
Vice-President
Secretary
Treasurer
Parliamentarian

Other options may be:

Chair, Co-chair, secretary etc.
Past-President, President, President-Elect

Traditional leadership model can be established for informal or formal groups, though in smaller, informal groups roles can be combined to lessen the number of individuals needed. In large formal groups, many people are needed to share the load. Even then, a committee structure may be needed to accomplish all the work. 
The vice-president office can be nominated and elected as vice-president or can be the person with second highest votes for president. 
A new president and vice-president can be elected each year, or the vice-president can also be the president-elect for the upcoming year. 
The vice-president/president elect role has the advantage of preparing the person for the presidency in the next year so it might be the preferred choice. The president who is stepping down serves as the mentor for the president, vice-president/president elect and other officers and should be kept in the loop for guidance of the newly slated officers.

Committee development might be considered especially in large chapters where there are many tasks to be divided among members. Often a leader or chapter officer is established for the committee and will have overarching responsibility for the committee and its communication back to the officers or board (if established). 
Committees that might be considered include:  Education, By-laws, Nominating, Communication, Program, Membership, Mentoring, and Planning. The functions and responsibilities of these committees can be combined. 

In the Past-President, President, President-Elect Model, these individuals take on all functions as officers, and can make a very smooth transition from year to year. A three year commitment is required for each individual. 

For consideration, below are some example duties for each role. Some or all duties may be adopted, other duties may be included, or some could be considered for other offices, shared or delegated to committees. 

President:

·         Preside over meetings and events

·         Represent organization within and outside the organization

·         Assures organization maintains a good image

·         Oversees actions of other officers and committees

·         Assist with organizing upcoming meeting

·         Communicates to National organization issues for discussion or problem that arise

·         Elects newly elected officers

·         Provides welcome for meeting and is responsible for agenda and conducts business meeting 

·         Assists with formation of annual budget

·         Participates in ACDIS-sponsored local chapter leadership forums (quarterly conference call)

Vice-President

·         Assumes duties of present or other officers in their absence or ability to preside

·         Assists/supervises with election of new officers

·         Assists in instillation of new officers

·         Serves as president-elect

·         Assists with formation of annual budget

·         Assists with organizing and executing the membership meetings

·         Facilitates meeting in absence of president

·         Participates in local chapter quarterly conference calls

·         May serve on select committees

Secretary (often the secretary and treasurer positions are combined)

·         Assists president and vice-president as requested

·         Keeps all records and minutes for the chapter

·         Maintains current roster of members

·         Produces agenda and takes minutes of all meeting

·         Sends minutes of meeting to members or posts on website

·         Sends correspondences on behalf of the chapter or as requested by president.

·         Sends correspondences to members via email or website

·         Responsible for communication links, such as Facebook or Webpage

·         May serve on select committees

·         Serves as contact person for members

·         Prepares and send meeting announcements

·         Keeps attendance log of meetings

·         Maintains vendor log and communication

·         Obtains CEUs for educational offerings

·         Serves as point person for National organization for distribution of materials

·         Participates in leadership forums with quarterly leadership calls.

Treasurer

·         Keeps financial records of expenses and income for chapter

·         Keeps record of members and dues paid

·         Sends out notices for dues

·         Prepares and presents treasure's report to chapter

·         Maintains bank account and makes all transactions with presidents approval

·         Assists president as requested

Parliamentarian

·         Keeps rules of order

 

Note: The information in this article is intended to suggest alternate ways chapters can be organized. There is no requirement from National ACDIS, except that there has to be three established leaders from at least two different healthcare organizations in order to be an official chapter. Organizationally, the structure of your chapter is matter of choice of those individuals involved. What will meet the goals of the membership should be the inspiration for deciding the direction you take.

Additional models for leadership

ACDIS local chapter leadership is as varied as the types of meetings they host and the states from which they hail. There is no one-size fits-all option. The following offers some suggestions and organizational best practices for local chapter leadership.

1) Three ACDIS members are required to serve as primary liaisons between the local chapter members and the national organization. 

a) Leaders/liaisons must illustrate a commitment to the profession by maintaining ACDIS membership. Note: This is only a requirement of the local chapter leadership. 

2) As ACDIS members in good standing, local chapter leaders are expected to:

a) Abide by the ethical practices outlined in the ACDIS Code of Ethics and to encourage the ethical practices of their fellow CDI specialists

b) Set a tone of camaraderie and inclusiveness for the furtherance of the CDI profession

c) Employ and promote the capabilities of members to enhance their professional development 

3) The local chapter leadership may be self-nominated or chosen by ACDIS national administration for the first and second year of a local group’s organization. 

4) Once the local chapter membership and regular, ongoing meetings have been established, nominations for leadership positions should be accepted. 

a) Of the nominees, the individual receiving the greatest number of votes should be chosen as president of the local group and the runner-up may be chosen as vice president 

5) Additional officers such as secretary, treasurer, or event coordinator, may also be chosen either at the discretion of the president and vice-president or by membership’s popular vote. 

In general, ACDIS national does not wish to prescribe specific tasks to the leadership of the local chapters; however, it does expect any elected representative(s) to fulfill certain obligations to its membership and to the national organization. These include the following:

1) The president should work with the vice president and local chapter members to facilitate the educational and networking needs of its membership by:

a) Establishing appropriate meeting frequency and length to meet members’ needs. ACDIS recommends meeting quarterly at a minimum; some chapters meet monthly or bi-monthly.

b) Setting and maintaining a regular meeting calendar.

c) Determining the format of the meetings. Meetings can be conducted via teleconference, face-to-face, or some combination of the two.

d) Assisting event hosts with meeting facilitation. This may include bringing handouts and agendas or supplying food and beverages. 

e) Acting as a liaison to the national association. This includes keeping ACDIS updated on meetings and bringing any problems to the attention of ACDIS national leadership. 

f) Keeping meeting minutes to insure an adequate record of past meetings, results of votes, etc.

2) The president and/or vice president should participate in the ACDIS-sponsored local chapter leadership forums (quarterly conference calls). These calls are offered to promote networking among chapter leaders, foster chapter-building strategies, and discuss educational ideas and potential meeting topics with other local chapter leaders around the country.

As a reminder, refer to the basic responsibilities outlined in the official ACDIS Local Chapter agreement contract.  
