CREIA Volunteer Group Definitions
The recent CREIA visioning meeting and development of the multi-year strategic plan
has prompted the development of more formal roles and responsibilities, and structure
and governance, for the various types of volunteer groups with CREIA. There is also a
need to better distinguish the purpose and activities of these volunteer groups to
continue to promote the strategic plan and keep our momentum moving forward.
The purpose of these definitions is to define the structure of current groups, and help
define the roles for new ones as they are formed. It may be beneficial to review the
purpose, composition, and activities of existing volunteer groups to determine if one of
the group definitions outlined here is more suitable to the group’s purpose and mode of
operation than its current structure.

BOARD OF DIRECTORS
Purpose:
Fulfillment of the organization's mission and the legal accountability for its operations.
Carry out strategic direction and vision.
Directors have fiduciary responsibilities and they are required to act within their
authority for the organization's benefit. Directors do not hold decision-making power or
authority as individuals but, rather, through their affiliation with the board's collective
group structure. This means that the board acts as a collective body.
See bylaws section 4.18, for specific powers and limitations.
Composition: Officers - Chairman of the Board, Vice Chairman of the Board,
Secretary, Chief Financial Officer. Directors - Eight Regional Directors, Five State
Directors. Job responsibilities defined elsewhere in this document.
Staff Liaison: Kacy Wallis

EXECUTIVE COMMITTEE
Purpose:
Responsible for continued operation of CREIA between meetings of the Board. Usually
in emergency situations.
Executive Committee has the interim authority to establish policies and make decisions.
All interim policies and actions will be presented to the Board of Directors at the next
meeting for review and ratification.
See bylaws section 6.04, for specifics.
Composition: Chairman of the Board, Vice Chairman of the Board, Secretary, Chief
Financial Officer.
Staff Liaison: Kacy Wallis

COMMITTEES OF THE BOARD
Purpose:
To handle private/controversial matters. Typically, things like audits, investigations,
legal matters or other issues that the board wishes to delegate to a smaller workgroup.
These committees have the delegated authority of the Board.
Current bylaws section 6.01 defines the powers and restrictions of Committees of the
Board.
Composition:
Only members of the board of directors can sit on a Committee of the Board.
Reports to: Board of Directors.
Current Committees of the Board: None

ADVISORY COMMITTEE
Purpose:
• Provide input and strategic direction to Board and staff.
• Be the conduit for Board requests to associated volunteer group(s).
• Develop recommendations for the Board regarding strategic issues.
Advisory committees are helpful for brainstorming ideas without committing to
directives, and they can be very useful for staying in touch with an industry, freeing
boards of directors to concentrate on making decisions and the focusing on the vision
of the association.
Advisory committees are also helpful as proving grounds, recruiting members to a stint
on a non-policy-setting board before boosting them up to the board of directors after a
few years. Associations that embrace this approach benefit from bringing in new
volunteers on a higher level than a standard committee and to see how they work with
staff and other board members before inviting them to higher leadership status.
Advisory role only. No policy making or governance capabilities. Non-voting.
Bylaws section 6.05 defines CREIA’s Advisory Committees.
Composition:
Option #1: Non-board members, industry experts, and often past presidents/vice
presidents.
Option #2: New recruits, looking to groom into Board positions.
Advisory Groups are expected to be comprised of diverse individuals to ensure balance
and representation of all members.

Current bylaws (section 5.07) define the Immediate Past Chairman of the Board as a
non-voting advisory position to the board.
Reports to: Board of Directors.
Current Advisory Committees: None

STANDING COMMITTEE
Purpose:
Committees used on ongoing basis. Assist in execution of strategic plan and vision. The
bulk of the board’s work is usually done through its standing committees.
Composition:
Some boards have board development plans where members rotate through the
different committees to gain a broad understanding of the organization. Others allow
members to stay with the same committee each year to develop a deeper knowledge of
the subject area to provide greater service to the organization. A balance of the two
strategies allows volunteers to gain experience with different committees and to
develop some expertise with the work of one or two committees. Directors may serve
on committees. A staff liaison will be assigned to each committee.
These committees do not have the authority to change policy. These committees make
recommendations to the board.
Reports to: Board of Directors.
Current Standing Committees:
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TASK FORCE
Purpose:
A group or committee, usually of experts or specialists assigned by the board, formed
for analyzing, investigating, or solving a specific, defined problem. Assist in execution of
strategic plan and vision. Task forces are short in duration and specific in focus. When
the work of the task force is completed, it is dissolved.
Task Forces are often formed to: amend the bylaws, recruit a new management firm,
develop a strategic plan, relocate the organization, form a new subsidiary, launch a new
division or work with other organizations or coalitions. A task force could also be formed
to study and find creative solutions to a particular challenge an organization is facing
such as falling membership levels or poor communications.
Composition:
Non-board member volunteers.
Reports to: Designated, affiliated committee or board.
Current Task Forces:
T ASK F OR CE N AM E
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Board of Directors

Energy and Resources

Richard Zak

Board of Directors
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Steve Rush

W ebsite Com m ittee

BOARD OF DIRECTORS JOB DESCRIPTION
Governance
Learn about the organization – its mission, strategic plan, programs, policies,
operations, finances, challenges and opportunities. Read the articles of incorporation
and bylaws. Participate in the new board member orientation program during CREIA’s
Leadership Day. Ask questions.
Continue to stay informed during your service on the board. Learn something new
about the organization each month. Ask questions.
Attend all board meetings and participate actively. Be attentive during meetings – save
the newspaper and your cell phone for the breaks. Come prepared to participate in
discussions and make decisions. Review the agenda and any supporting materials prior
to the start of the meeting and make notes. Ask questions.
Participate responsibly in board and committee meetings. Know the basic operation of
the parliamentary authority used by your organization (Roberts Rules of Order).
Respect your fellow board members and their time. Keep to the agenda and avoid
digressions that do not move the organization forward. Ask questions.
Support the decisions of the board. Once a decision has been made, it is the decision
of the board. Question it in private with the board if you must but support the decision
that is made before the staff, the volunteers and the public.
Use any special skills or training you may have to further the work of the board and the
organization. Treat staff and paid consultants with respect. Express professional
disagreement in a way that moves the discussion forward. Your fellow board members
may rely on your expertise so be careful in the opinions that you give. You may not
consider yourself to be an expert but your fellow board members may. Distinguish your
personal opinions from your professional ones when sharing them with the board.
Accept committee assignments and make the most of your committee service.
Recognize that not everyone can be on the “fun” committees. The organization is
served by the work of all of its committees. Encourage committee rotations if it appears
that committee assignments are being used to reward or punish board members or if
the senior board members always get their pick of committee assignments.
Accept the non-governance responsibilities that come with service on the board –
attend social and other functions sponsored by the organization when your schedule
allows, communicate with others about the work of the organization, and show your
support for the organization when talking with others.
Follow all conflict of interest and confidentiality policies of the organization. Err on the
side of reporting even potential conflicts. Do not ask for favors or special treatment.
Do not take on more responsibility than you can reasonably handle given your
employment, family and other social and volunteer commitments. You will be a more
effective volunteer if you do one or two assignments well and do not spread yourself too
thin.

Finances
Provide financial support to the organization according to your ability. Assist with
fundraising efforts.
Be financially literate. Be able to read and understand the financial reports used by your
organization. Know the organization’s financial situation. Review the 990 filed by the
organization each year. Ask questions.
Understand the budget in terms of the dollars but also how the funds are being
allocated. Understand what decisions are being made as to the operation of the
organization when you approve a budget each year. Establish a policy on how
performance against the budget will be measured and how budget adjustments will be
handled.
Hire outside auditors. Meet with them as a board without any staff present. Ask tough
questions of your outside auditors. (An audit committee may perform this task and
report to the full board.) Read the management letter from the auditors and hold staff
accountable in reporting back on addressing any items identified as potential problems
by the auditors.
Adopt policies on board travel, meeting expenses and reimbursements. Follow the
policies and hold other board members to them too.
Performance
Annually assess the performance of the board as a whole and your own performance
as a board member. Identify areas in need of improvement and acknowledge those
things that are going well. Provide assistance to those board members who are not
meeting the expectations of the board. Do not be afraid to ask board members to leave
if they are not meeting the expectations of the board and show no sincere interest in
doing so.
Annually assess the performance of the organization as a whole. Review the strategic
plan and objectives for the years ahead and make adjustments as needed. Coordinate
the strategic plan with the budget and ensure that adequate resources are provided to
achieve successful results.
Staff
Understand your role as a director and the roles of staff and other volunteers in the
governance and operation of the organization.
Respect the chief staff executive’s position and responsibility to manage the staff. You
cannot directly assign tasks to staff. It is the chief staff executive’s job to manage
workload and conflicting priorities. Take up any complaints with the chief staff
executive. Give recognition and praise to the staff when it is due but do not correct or
criticize staff members directly. Bring shortcomings to the chief staff executive. Do not
ask the staff to support your pet projects. Do not say negative things about other board
members to the staff.
Leadership
Participate in the active recruitment, selection and orientation of new board members at
CREIA’s annual Leadership Day. Encourage continuing education for all board

members and participate in the programs. Serve as a mentor for a new board member
when you are ready.
Help to identify and cultivate new leaders on the board. Participate in the board
leadership if you are able to do so.

COMMITTEE MEMBER JOB DESCRIPTION
Learn about the organization – its mission, strategic plan, programs, policies,
operations, finances, challenges and opportunities. Read the articles of incorporation
and bylaws.
Attend all committee meetings and participate actively. Be attentive during meetings.
Come prepared to participate in discussions and make decisions. Review the agenda
and any supporting materials prior to the start of the meeting and make notes. Know
the basic operation of Roberts Rules of Order. Respect your fellow committee members
and their time. Keep to the agenda and avoid digressions that do not move the
organization forward. Ask questions.
Utilize email and other electronic tools to disseminate pertinent information. Report to
the committee board liaison and staff liaison on at least a quarterly basis of committee
activities. Provide written reports to the board, when requested, for board meetings and
association publications. Respond to Board requests for feedback and input on
pertinent topic areas when requested (e.g.,proposed legislation, revisions to standards).
Present a committee budget and proposed business plan to the board annually.

EXECUTIVE DIRECTOR DESCRIPTION
The Executive Director is responsible for the day-to-day operation of the organization,
including managing committees and staff and developing business plans in
collaboration with the board for the future of the organization. The Executive Director
helps design, develop and implement strategic plans for the organization in a costeffective and time-efficient manner. In essence, the Executive Director works in
partnership with the Board. The Executive Director exercises powers granted by the
Board, enforces policies implemented by the Board and oversees the day-to-day
operations of the association. The Executive Director is accountable to the Chairman of
the Board and reports to the board on a regular basis - quarterly, semiannually, or
annually. The Executive Director oversees all operational and staffing issues and is the
primary conduit through which the Board takes action.
The Executive Director role is a critical one in terms of leadership and organizational
culture. The Executive Director is a key part of the leadership team and often serves to
motivate volunteers as well as assist in coordinating staff and volunteer efforts. The
Executive Director is responsible for creating an efficient, helpful staff culture as well.
As the title suggests, the Executive Director needs to be informed of everything that
goes on in the organization. This includes staff, membership, budget, assets, and all
other organizational resources, to help make the best use of them and raise the
organization's profitability and profile.

