Boards and the governance of radio stations


Module: Boards and the Governance of Radio Stations

Introduction

Boards are often a source of conflict in organisations. They may not know their role and management feels resentful at the lack of involvement, or because they seem to interfere. 

Workshops about boards should really be conducted for board members. The most useful type of workshop is when board members and managers meet together to hammer out their roles and their relationship.

Managers in community based organisations, are often in the uncomfortable position of being answerable to a board that they have to work really hard to maintain and support. 

Broad Aim

The aim of this module is to develop an understanding of why community radio stations need to have boards, and what role the boards should be playing. 

Training outcomes

By the end of this module, you will be able to: 

· List the main reasons why organisations need boards 

· Explain the key responsibilities of the board in relation to the responsibilities of management  

· Identify the role of managers in supporting the board

· Explain the duties of board members

· Plan a strategy to recruit appropriate board members.

Activity  AUTONUM Does your radio station need a board?

When your board is not really doing what you expect it to do, do you ever wonder why you need a board? Do you sometimes think: "we do all the work around here. Why do we need a board?"

This drawing shows some of the stakeholders
 of a radio station.





What do you think each of the stakeholder groups would say if you asked them : "Does this radio station need a board"? Explain what reasons they may have for saying this.

User the table on the next page, to record your ideas.

Group answering the question:
"Should your radio station have a board? Why?" 

Managers


Staff


Volunteers


Community organisations 


Community members


IBA


NCRF


Donors








Why non-profit, community-based organisations need boards.

Before we discuss why non-profit organisations need boards, lets look at the kind of organisation we are talking about., 

Characteristics of non-profit organisations 

· Non-profit organisations exist to serve the community, or a portion of the community 

· Many raise money on behalf of the community or group they want to help. Some non-profits charge for services, but they do not try to make profit.

· Some non-profits are community based groups act and talk on behalf of the community or group that they represent. These are usually called Community Based Organisations (CBOs).

· Some non-profits are run by volunteers or staff members who provide a service to the community. These are often called Non-Government Organisations (NGOs). 

Examples of non-profit organisations

· Libraries and hospitals are non-profit organisations run by the government.

· Civic organisations, sports clubs, organisations of people who have AIDS and support groups for parents of disabled children are examples of community based organisations.

· Groups that teach literacy, that lobby for land reform and that provide AIDS education, are examples of NGOs.

Serving the common good

Unlike businesses, all of  these organisations exist for the common good. They do not exist to make a profit for their owners. 

In these types of organisations, you have to be careful that, when you make decisions, the decisions reflect what is good for the organisation, or for the people you are serving. You have to make sure that you do not make decisions that are good for you, as staff, but not so good for the people you are serving.

If you are a staff member, it is difficult to separate out what is good for you, and what is good for the organisation. All people have interests: your interests are usually a mixture of what is good for you, and what is in the interest of the organisation. 

Boards exist to make sure that the personal interests of the staff do not dominate. They are there to make sure that the interests of the community, and of the organisation as a whole, are always taken seriously.

For example, when a group of staff members want a salary increase, the board will have to balance the needs and rights of the staff and the needs and interests of the organisation.





Dependent on donor money

Non-profit organisations are usually dependent on donations. When donors give your organisation money, they want to know that their donation is actually going to make a difference to the beneficiaries. 

Boards are there to account to donors or funders for the money (or other donations) that they give to the organisation. Boards make donors feel safer: they feel that the board will act on their behalf to keep the organisation accountable for the way it spends money.

Representing the community

In an organisation that is set up to represent the community, or a group within the community, the board is the official representative of the community that the organisation is representing.

The board makes sure that the organisation stays in touch with the community. 

The role of the board

· Non-profits need board to make sure that the organisation works to fulfil its mission, and not primarily to meet the needs of the staff/volunteers.

· Non profit organisations need boards to make sure there is  accountability, to the funders and to the community/beneficiaries.
· Community organisations need boards for representivity.

Activity  AUTONUM  The Board’s Report Card

In this activity, you will be reflecting on your radio station's board.

Individual work (10 min)

Give the board a mark on a scale of 1 to 5. 

1 = totally disagree with this statement

2 = disagree most of the time

3 = agree most of the time

4 = agree 

5 = totally agree

Statement
Mark 

1. The board members are always available to help when we need them


2. The board members really understand broadcasting and the IBA regulations


3. The board is full of celebrities who are too busy to be of help to the station.


4. The board is very close to management and gives us a lot of support.


5. The board members are involved in the work of the organisation. 


6. The board members don’t really seem to care about the station; they only come to big public events.


7. The board allows management to get on with running the station.


8. The board really understand finances: they know exactly how much money there is. 


9. The board members do not seem to know what their role is.


10. The board deals with problems before they become crises.


11. The board does not really understand community radio.


12. The board has a clear vision for the station. 


13. The board’s vision is the same as the vision of the staff/volunteers.


14. The board has very useful people on it: they can help us in many areas of our work


15. The board members have been on the board for a long time.


16. We have a lot of ‘dead wood’ on our board.


Discussion in pairs: (15 min)

If your board got a poor report, what can you do about it? 

What is your role as managers, in making sure that your board is carrying out its responsibilities?





















Activity  AUTONUM The relationship between the board and staff 

Note: in this section, the word ‘staff’ is used to include paid and voluntary staff, and paid or voluntary managers. 

Look at these statements about boards and staff. What do you think they mean? 

The board’s role is to establish the station’s compass setting

The staff’s role is to move the station in that direction

The board establishes where we are going, the long-term destination.

The staff determines by how and by what route we will get there
Work in groups (45 minutes): 

Look at these examples, and discuss who should be making decisions in this kind of situation: the board or the staff. Explain the reasons for your answers.

Example 1: 

Your radio station has been very successful in getting lots of advertising. The staff have been very excited about this and have decided that it is actually quite a good idea to become a commercial radio station. You will be able to make a profit, and staff can then be paid much higher salaries. You want to apply to the IBA to make this change. Who should be making this decision: the board or the staff?

Example 2: 

There is a problem with the transmitter. You have a budget for repairs, and you know how much you should be spending on repairs. Your current service provider is very unreliable. You have heard that Mr.T is a new service provider who is much more reliable. You decide you want to switch to Mr. T. You want to get quotes and see if you can negotiate a better deal for your station. Who should be making this decision: the board or management?

Example 3: 

A volunteer has been coming late to work all the time. She is supposed to come an hour before her broadcast, so that she can prepare properly. The code of conduct for presenters in your station is very clear: presenters must come to station at least an hour early; they have to be well prepared; they have to fill in a detailed ‘presenter’s running sheet’. That’s the way everyone has to do it.  

You are the programme manager, and you are in charge of the presenters. You want to tell this presenter that she is no longer going to be allowed to present. She is welcome to do other work in the station, but she cannot present any longer. She has broken the rules. 

Can you as the programme manager make this decision alone, or do you need board approval first?

Example 4: 

A station manager is very frustrated, she needs to buy stamps and paper for the admin department but she cannot draw money. The rule is that two of the board members must authorise all withdrawals from the bank. The station manager thinks this is a stupid rule. The board members are never available when she needs them.

Should she be able to withdraw money, or is only the board allowed to do this?

Example 5: 

Pumzile is a volunteer administrator. Although she comes to work every day, and is always punctual, she is actually a terrible administrator. You have sent her for all kinds of training course; you have spent a lot of time with her discussing your expectations. Now you think that it is time to find another receptionist. 

Who must make this decision: the board or management?

Example 6: 

At the strategic planning meeting, you agreed that the station should get involved in community campaigns. Now you have been asked by a church in the area to give support to an anti-abortion campaign. Most of the staff and management agree on this issue. 

Can they decide how to respond to this request, or must the board make the decision?

Example 7:

The staff are always late with their reports to the board. In fact, they sometimes just present a verbal report. 

What are the roles of the station manager, and the board in sorting this problem out?

Example 8: 

The director is not managing to do his work. He is fighting with the staff, he has missed deadlines for reporting to funders, and he is not meeting with the management team. The staff are very unhappy, they have met on their own a couple of time, and they want to get him to resign. 

What should the staff do about this? What should the board do about this?

Example 9:

A group of young people in your community wants you to become a music station. They are not interested in all the educational stuff. They want more music and more stories about musicians. Many of the staff are also young and love music. You need to make a decision: should you become a music station or not? Who should make this decision: the board or the staff? Why? 

Example 10:

The donors have given you lots of money to run a special education programme; they want you to run special programmes on aids and on issues to do with sexuality. They are hoping that you will help to decrease the number of teenage pregnancies in the area. You need to meet with the donors to discuss culturally appropriate methods of doing this. The way they want you to do it, will upset the community. Who should talk to the donors? Who should decide whether to do the programme or not. 

Summary


What kinds of decisions should the board be making? 







What kinds of decisions should they leave up to management?









The responsibilities of management  

To understand the role of the board, we need to be clear about the role of managers, and what they have to focus on to keep an organisation working. The following drawing shows some of the roles and responsibilities of management.

To carry out these functions, managers must: 

Plan: 

· Set objectives

· Work out who will do what by then.

· Work out milestones for checking progress

· Evaluate actual work against the plan

Manage people:

· Select /recruit 

· Motivate

· Organise – allocate tasks

· Recognise, reward or problem solve

Manage resources:

· Budget / work out resource needs based on the plan

· Plan how to get resources (fund-raise, get donations, earn income)

· Allocate resources to different activities

· Control use of resources

Areas of Responsibility of the Board

1. Determining the organisation’s mission and purpose. 

2. Financial accountability and controls: the board develops policy and sets up controls. 

3. Supervising the Station Manager. (Who in turn should supervise the other managers).

4. Overseeing the management of resources: making sure that resources are not abused, misused or wasted.

5. Acting as a court of appeal in disputes: e.g. inter-personal disputes or an appeal against firing.

6. Providing help and advice: e.g. by being on committees that assist with programme development or finance, or legal matters. 

7. Providing public support for the organisation: e.g. when there is public campaign, or the organisation is under attack.

8. Assisting the Management when it is faced with big problems. 

9. Being responsible for and reviewing its own functioning: this means that the board is responsible for convening its own meetings, recruiting new board members, inducting new board members, etc (very few boards actually do this.)

The difference between the role of the Board and the management of the organisation 

In NGOs, the role of the Board could include:

•
Giving direction to the organisation.  This includes developing a clear idea of the purpose and mission of the organisation.

•
Deciding how the organisation will be managed. This includes developing the constitution, the standing orders (rules of meetings and decision making) and the policies.

•
Holding the ultimate authority and responsibility for the organisation. 

•
Planning how to get and allocate resources. This includes deciding whether to raise money from donors, to earn it by making and selling something or by selling a service.

•
Being the court of appeal or decision making body when management structures reach a deadlock. 


Management is defined as controlling the workings of an organisation. 

In NGOs, management would include:

•
Planning and implementing plans. This includes allocating the work to specific people or structures and ensuring that it is carried out.

•
 Recruiting or selecting people to do the work, Allocating tasks to them and checking that they have done the work. This includes ensuring that people are trained and developed. 

•
Budgeting, fund-raising, spending money in line with the budget, and keeping financial records of how the funds have been used.

•
Doing research in order to understand the need and demand for the work of the organisation.

•
Providing services.

•
Developing and maintaining good public relations.

•
Organising the hiring of premises, buying of equipment and furniture, service contracts, transport, etc.

•
Organising clerical and secretarial work. 

Activity  AUTONUM : Duties of Board Members

Loosely Based on the Companies Act

These are duties which apply to boards of directors of Section 21 Companies. They do not apply strictly to Trusts but they are a useful guideline for a ‘code of conduct’ for Board members.

Duty of Loyalty

This is defined as placing the organisation’s interests first.  

In terms of the Duty of Loyalty, the Board mem​bers have to think about the following:

Conflicts of interest - Board members will not put themselves in situations where conflicts of interests could arise, for example: being a Board member of two organisations working in similar fields, or working in one organisation and being on the Board of another (perhaps rival) organisation, or being a Board member and a consultant who could provide services to the organisation. These are all situations that could result in conflicts of interest.

Discussion question: 

An NGO needs accounting services. It needs affordable and accurate support for its financial department. 

The NGO has an accountant on its board. He works for a big accounting firm. Accounting firms needs new clients, who can pay their way -they need to meet budgets and targets. Should the accountant on the board be given the job? Why?









Personal profit (no profit rule) - Board members may not profit from being on the Board of an organisation. This is especially important in situation where Board membership provides you with insight or information which could assist you to invest, or get involved in business deals, or win a tender.  

Example:


Mr Mizra was on the Board of GreenRelief, which is an environmental NGO interested in EcoTourism. He also operated a Housing Development Company and bought up and developed land outside many towns in the Boland . After a flood in a small Boland town, the local council decided to look for land on which to build low-cost houses that would be safe from future flooding. Mr Jones heard about this at a GreenRelief meeting, before the decision had been made public.  He quickly bought all the available land, and later sold it to the council at a huge profit. 

When the other Board members found out about this, they were furious, and he was asked to resign from the Board. They felt that it was unethical for a Board member to make use his position on the Board to make a profit for himself.


Discussion points:

This was a clear example of a board member violating the non-profit rule. Can you think of a situation where this kind of problem could apply in your organisation?









What do you think about Board members asking to be paid? Why? Do you think that refunding a board member for transport is a contravention of the ‘No profit’ rule? Why?









Confidentiality - Board members may not reveal to any one, information that s/he gets because of her position on the Board. 

If information is generally known by the public, this does not have to be kept confidential, but if it is not generally know, it is confidential. This is especially important in situations where the ‘inside’ information could damage the organisation in some way.

Discussion point:

What kind of confidential information could damage your organisation?









Duty of Care

This is the duty that requires board members to act in good faith, for the best interests of the organisation. 

This requires the Board member to pay attention to the affairs of the organisation, e.g. attend meetings, read documents, know what is going on in the organisation.

In legal terms, no one is expected to be an expert on every aspect of running the organisation, but every one is expected to behave in the same way as a reasonable and careful person could be expected to behave. 

Where one Board member is an expert in a particular area such as Law, Finance, or Education, that expert member is expected to pay special attention to his or her area of expertise. 

The Board is allowed to delegate the care of some areas of work to the experts but this does not mean that the rest of the Board can ignore that area of work

In general terms, the Duty of Care means that Board members must:

· attend Board meetings

· read documents and other written materials they are given

· review all available information about the organisation

· Monitor areas of work that have been delegated to them and report to the board on those areas of work.

And

·  all board members must understand the finances.
 For example this is not how a Board should behave:

It's very tempting to do this, isn't it? But, it contravenes the Duty of Care.

Instead, the Treasurer should make a real effort to help the rest of the Board to understand and monitor the finances. The duty of care would require a member of the board to pay be able to read and understand the financial statements, and to keep track of the financial situation that the organisation finds itself in.  In addition , the board has to ensure that the organisation is in fact keeping proper, up to date records.

Spelling out these duties of members of the board starts to give us an idea of the kind of people we are looking for when selecting board members. 

Activity  AUTONUM : Recruiting Board Members

Recruitment is a function of the Board itself. It is not the job of the staff to recruit board members. As we have seen, being on a board is a very serious business. So it is important to recruit the right type of person.

In many NGOs this is a typical story.

When choosing Board members, it is important that:

· You do not choose people who are too busy; and

· You do tell people exactly what you will expect of them, if they join your board.

Group Discussion: Recruiting Board Members (30 minutes)

What kind of board members does your organisation need?

1
What constituencies should your board represent?











2
What kinds of skills should you board members have?













3
What kinds of experience or knowledge should your board members bring?











Checklist for determining recruitment needs.

Current Board members(
Areas of Professional Skills(
1
2
3
4
5
6

Organisational Management







Financial Management







Human Resources Management







Business Strategy and Planning







Fund-raising







Law







Marketing







Radio experience







Representation:







Women 







Youth







Community organisations 







Language groups







Resources





People





Objectives and Plans





Staff interests





Organisational/Community interests





NCRF, NAB





Radio station





Staff





Advertisers





 Volunteers





Listeners





Managers





Donors





IBA





Community 


(organisations and individuals)





Chairperson:	'it's time to discuss the Financial Reports. Mr Treasurer, can you take us through them please?





 Secretary:	Madame Chair, I never understand the financial statements, can’t we just ask the Treasurer if he is satisfied that the finances are in order?





 Chairperson:	Good idea, that will save us a lot of time, if the Treasurer is happy, then I’m happy.





Lesaya, director of an NGO was telling a group how she goes about recruiting people. 


“Please will you join our Board?” 


‘I’m too busy, I don’t have time’


“It doesn’t matter, you only have to come to four meetings a year, and we’re very good at keeping them at under two hours.”





People would agree to the join the Board, but when they refused to contribute more than two hours every quarter, we complained: ‘they’re not committed!’  Some Board members gave more time, but others got annoyed and felt that they had been tricked into something. “








(Other representative forum)








� A stakeholder is any individual or group that has an interest in the success or failure of the radio station. 
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