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Terms

Constitution

A set of rules on which an organisation is governed. It details for members and
others the name, objects, methods of management and other conditions under
which your association operates, and generally the reasons for its existence.

Model Rules

A standard set or rules to help you develop your Association's rules, or for use by
associations who do not wish to develop their own rules. These rules meet all the
requirements of the Act and provide a suitable governance framework for an
incorporated association.

Management Committee

The model rules use this term which is also referred to as the Board.




Introduction

The success of an organisation, whether it is a non-profit, public sector or private enterprise,
largely depends on the efficiency and effectiveness of its governance structure, specifically
its board of directors. The board, comprising of a group of individuals responsible for
directing and managing the organisation, plays a crucial role in setting its strategic direction,
managing its resources, and ensuring compliance with relevant laws and regulations.

In order for a board to function effectively, it is crucial to have clearly defined roles and
responsibilities for each member of the board. This ensures that every board member
understands what is expected of them and can focus on their specific area of expertise,
which in turn leads to better decision-making, increased accountability, and improved
organisational performance.

The importance of defining board roles and responsibilities is especially critical in today's
fast-paced and complex business environment. As organisations continue to face
unprecedented challenges and changes, it is essential that boards are able to respond
quickly and effectively to these changes. By having a clear understanding of their roles and
responsibilities, board members can work together more efficiently and make informed
decisions that will help the organisation navigate through these challenges successfully.

To carry out its functions, the board is typically organised into different roles, also known as
office bearer roles, each with specific responsibilities and duties. These roles include the
chairperson, vice-chairperson, secretary and treasurer, as well as also having other general
board members. The duties of each role are set out in the organisation's constitution or
model rule, and before taking up an office bearer role, individuals are expected to familiarise
themselves with the responsibilities and ensure that they have the required skills and time
commitment to perform the role.

Office bearers play an important role in the functioning and success of a board, and it is
crucial to understand their responsibilities and duties before taking on these roles. This
report provides an overview of the various office bearer roles on a board and their respective
responsibilities, highlighting the qualities and attributes required for each role and the legal
and ethical duties that all board members must fulfill. This report is essential reading for
individuals new to a board or committee, as it provides an introduction to their role,
responsibilities, and legal obligations. It is also a valuable resource for existing board
members seeking to improve the effectiveness of their board and ensure the organisation's
success.
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Officers of the
Board

A board is composed of a group of members, some of whom have designated roles that
require specific responsibilities to be carried out for the board's functioning, while others
have general roles. The designated roles, which are also referred to as office bearer roles,
are essential, and the information regarding the responsibilities of these roles is outlined in
either the organisation's constitution or the model rule (DMIRS 2018).

The model rules establish a set of regulations that outline the prerequisites for each office
bearer role in an association(DMIRS 2019). The constitution can be utilised to define the
formal responsibilities of each role (DMIRS, n.d)

Before taking on an office bearer role, you should take the time to familiarise yourself with
the responsibilities of the role and make sure you have the appropriate skills and time to
perform it.

Roles

There are four Office Bearer roles of Chairperson, Vice Chairperson, Secretary and
Treasurer. General members make up the other members of the board.
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Prasidentor Vice-president Treasurer Secretary General board
Chairperson or Vice-chair members

Source: Justice Connect 2021

The term of appointment for these roles varies and is determined in the Association’s rules
and constitution. For example, some may have one year term or a maximum term tenure.

Board Office Bearers: Roles and Responsibilities




Responsibilities

Chairperson
Model Rule 28

Vice Chairperson
Model Rule 28

Secretary
Model Rule 29

Chairperson to be qualified and bring passion to the role.

Common responsibilities include:

e Work closely with CEO and leaders

e Foster and support culture

* Keep board focused on strategic direction and business

e Sets leadership, goals and objectives with the board and
ensure these are met

e create a purposeful agenda and facilitates meetings where
all voices and opinions are heard and valued

e Assign board members and recruit CEO

e Keeping up to date with modernised board practices

Vice Chairperson similar attributes to that of the Chairperson,
offering support and possible future leader of the board.

Vice Chairperson has no special responsibilities, but some of
the responsibilities undertaken include:
e Takes on the role of the chairperson when that person is not
available or if the role becomes vacant
e Assists with chairperson in the execution of their duties
* works closely with the chairperson to transfer knowledge
and history

Secretary to be driven and detail oriented with the ability to
learn quickly. They should be a good communicator, be
organised and can prioritise to manage the multiple tasks of the
role for the smooth operations of the board.

Common responsibilities include:

e Schedule and provide notice of meetings given to board
members

* Prepare agenda and distribution of documents ahead of
meetings

e Record business of the board and meetings are documented
including official minutes of the meeting, record of motions,
discussions, votes, and decisions

* Hold board members accountable for delivery of tasks

e reports and lodges required documentation and
notifications to the relevant regulators

e Maintaining up to date rules and ensuring the safe custody
of documentations, other than financial
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Treasurer
Model Rule 30

Treasurer is to have experience in accounting and financials,
that are trustworthy in the management and handling of
organisations funds, and financial decisions in regards to
spending and investing.
Common responsibilities include:
e Monitor and ensure rigour in place for the organisations
financial management
e Assist CFO with the preparing of financial documents,
budget, statements and records kept accurate
* Provision of information to board to ensure understanding of
financial position and to ensure informed financial decision
making
* Reviews the annual audit and answers board members’
questions




Duties

All board members must fulfill ethical and legal duties and responsibilities to maintain the
board's trustworthiness and effectiveness.

The following duties set the basic standards of acceptable conduct:
e Duty to act in good faith and with care and diligence
e Duty to act in the best interests of the organisation as a whole
e Duty not to misuse information or misuse your position
e Duty not to abuse a corporate opportunity
e Duty to avoid/disclose any relevant potential conflict of interest
e Duty to maintain confidentiality
e Duty to observe the constitution
e Duty not to trade while insolvent
e Duty to avoid negligence, fraud and other wrongs

Board members, no matter the role, are collectively and individually accountable for their
actions and decisions made on behalf of the organisation. When a board member fails to
comply with their legal duties or responsibilities, there are certain consequences.

A breach of a duty is usually accompanied by deliberate wrongdoing, misconduct, gross
negligence or wilful abuse of the officer’s position. If a breach of duty or responsibility
occurs even though all reasonable steps to comply with the duties and responsibilities, legal
protections may be available.

Committee members are required to be fully informed about the association by keeping up
to date with matters, attending meetings, reading agendas and minutes and asking
questions. In the event of a problem, dispute or legal challenge committee members cannot
claim they 'did not know' about the rules and activities of the association.
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Importance of defining office bearer roles

Officer bearer roles play a crucial role in supporting
organisational success, particularly in not-for-profit
organisations that may be particularly susceptible to time
and resource constraints. By having clearly defined officer
bearer roles, an organisation can benefit in several ways.

One of the key benefits of defining office bearer roles is
that it helps to establish a clear chain of command and
accountability within the board. Each officer bearer has a
specific area of responsibility to help enable the board
achieve required objectives, although these responsibilities
may vary based on organisational structure and governance
requirements. This helps to ensure efficient and effective
operation of the board, preventing confusion and ensuring
that everyone is working towards the same goals. As a
result, organisations can operate more efficiently, and
decision-making processes can be streamlined.

Another benefit of defining office bearer roles is that it
helps to ensure that board members are selected based on
their skills, expertise, and experience. By having a clear
understanding of the roles and responsibilities of each
board member, organisations can identify the skills and
expertise they need on the board and select members who
possess those qualities. This helps to ensure that the board
is well-equipped to make informed decisions that are in the
best interests of the organisation.

In order to maximise benefit from office bearers,
organisations should take a systematic approach to
defining board roles and responsibilities. This should
involve a thorough analysis of the organisation's structure,
goals, and challenges, as well as an evaluation of the skills
and expertise of the current board members. Although the
precise role and responsibilities of office bearers may vary
depending on the context and circumstances of an
organisation’s purpose and operations, taking a structured
approach enables the development of a set of roles and
responsibilities that is tailored to their specific needs and
that reflects the skills and expertise of their board
members.
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Case 1

Lessons Learnt

To understand the office bearer roles, an interview was conducted on
the 12 April 2023 with the CEO of an organisation which had over 100
management committees handling each asset and providing services
individually with a similar structure to boards. Having a large network enabled
them to put together lesson learnt from each committee’s successes or failures.

Some of the common themes are;

Clarity
It is important to get clarity around the roles. While most of the boards defined the
duties of the office bearers in their constitution, many small NFP did not.

Understanding delegations

Board members were sometimes unaware of how delegations work, and that while
board members might delegate specific tasks, the responsibility of duties outlined in
their constitution still sits with the board.

Challenge of filling specific positions

Board members generally had difficulty filling certain positions (mainly the Chair and
Treasurer). Strategies that helped with this includes providing mentorship from more
experienced board members, providing training, and having a good succession plan.

Lack of understanding
That legally and practically the Board is one unit. While the office bearers might
have some additional duties (as outlined in their constitution), the board is
one voice, and office bearers have no more power than general members
(with the exception of the casting vote).
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Case 2

Surviving COVID

COVID was a major disruption for organisations across the world and four
winners of the 2020 Commonwealth Bank Not-for-profit Treasurers’ Awards
were asked what they learnt about surviving a crisis in 2020 (Schulz 2020).
While the underlying reason for success was motivation and passion for the cause, the
coping mechanisms were different depending on the nature and size of the organisation.

The Scouts of the Adelaide Foothills District faced a significant decline in revenue when
the scout hall was faced with COVID threat. The board decided to help the renters with
credits, flexible leases and COVID safe plans rather than restricting them to cover the cost.
This decision was backed by having a strong balance sheet and big reserve. They also
believed that building good relationships was important and by doing so, they had gained
new customers who were treated harshly by other places. This case shows that sticking to
financial principles by the treasurers paid off in sustaining operations while opening
opportunities for growth.

On the other hand, the Dress Up Palace, a NFP helping enthusiasts with costumes and
theatre productions, used different strategy to face COVID. The demand for outfits,
community theatre and events dwindled thus, the income was stalled. Unlike the Scouts,
they could not rely on reserve for their continued operations. However, they were able to
turn the threat to opportunity by innovating their business model to produce masks using
the skills they gained while making and repairing costumes. The executive group was
unified in pursuit of new incomes and re-evaluating strategy. They shifted their focus from
costumes hire to “a community volunteer environment” to include people involved.

In both cases, it was clear that passion plays a key role which gave the organizations
motivation to dig deeper. Understanding what would help the customers and what
the organisation is good at helped both organisations to survive COVID. While
the role the treasurer played in each organisation was slightly different
they were integral to their successes. Thus, Office Bearer Roles are
important for organisations.
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Evolving Roles and
Responsibilities

Over time, the roles and responsibilities of board members have evolved to reflect changes
in the business world and societal expectations. Today, board members are expected to be
more actively involved in shaping the strategic direction of the company and ensuring that it
is creating value for its stakeholders. Some key areas of change include:

e Focus on balanced expertise across boards

e Individual directors getting more involved in the business. This exemplifies how boards
overall are taking a greater interest, becoming more hands-on, and having more
interaction with the executive team.

e In contrast to the old rolodex pattern of board members recruiting and electing people
they know, more boards are aligning strategy with board composition.

Australian Aged Care sector changes

The office bearer roles and responsibilities in the Australian aged care sector are evolving
with stronger provider governance required as part of the 2022 Aged Care Reforms. The
reforms aim to improve the governance and accountability of aged care providers and
ensure that they are meeting the needs of customers.

Under the new governance arrangements, the office bearers are expected to have a greater

focus on customers outcomes and to be accountable for the quality and safety of care
provided according to Aged Care Quality and Safety Commission.
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Australian Aged Care Reform timeframe and requirements

As a focus on heightened compliance, From 1 December 2022, there are new governance
responsibilities for all approved providers. Additional responsibilities will commence on 1
December 2023 for providers approved before 1 December 2022 (see below).

December
2022

December
2023

Meet reporting requirements for material changes

Assess the suitability of their key personnel at least once a
year

Report annually on their operations

ensure their governing body has a majority of independent
non-executive members with the skills and experience to
deliver safe and high-quality care, and that at least one
member has experience in providing clinical care
establish and continue a quality advisory body

offer consumers and their representatives the opportunity
to establish one or more consumer advisory bodies (every
12 months)
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Future Trends

The office bearer roles are likely to become more complex and multifaceted as the
community sectors continue to evolve. Chairperson, secretary and treasurer roles will
require a deeper understanding of financial management, technology, governance, and
compliance, as well as strong communication and collaboration skills.

To support the office bearers in the evolving landscape, subcommittees for example, can be
important governance strategy. Board subcommittees enable board members to give more
detailed consideration to important issues facing the organisation than might otherwise be
achievable by the full board (Vicsport, n.d). By delegating certain responsibilities to
subcommittees, office bearers can focus on their core responsibilities while ensuring that
the organisation is well-governed and achieves its goals. The number of board sub-
committees, size and mix, will vary from organisation to organisation depending on its size,
complexity and the challenges it faces.

For example:

e The finance or audit subcommittee can support the treasurer by reviewing financial
reports and ensuring that the organisation is managing its finances effectively.

e A governance or compliance subcommittee can support the secretary by reviewing
policies and procedures to ensure that the organisation is meeting its legal and

regulatory obligations.

e Astrategy or planning subcommittee can support the chairperson by developing and
implementing long-term plans and strategies that guide the organisation towards its

goals.

Potential future changes to office bearer roles

TREASURER

analytical, tech-sav g communication

Shift from a pure financial role to a
strategic growth enabling
function (analysing financial data
to identify trends, potential M&A)

+  Reobust risk management
processes in place for fraud,
cybersecurity, and data privacy.
Risk oversight to be a top priority
(Deloitte 2022)

Enhanced reporting and
transparency provide iimely and
accurate financial information to
fhe board, and other stakeholders

Adoption of new technologies to
help improve financial reporting,
risk management, and other key
functions. e.g. Al to analyse data
and blockchain for streamlining
payments

4

CHAIRPERSON

challenging, agile multifaceted, strategic,

collaborative and requiring range of skills

Greater accountability from and
access to the chair by investors

Increasing board performance
evaluation expectations

= Chair to act as a guiding hand
on topics ranging from resilience
to technology and culture (Deloitte
2022)

*  Key role in driving the company-
society relationship

= Vital role in preparing their
boards and companies for
uncertain futures, for example,
by leading the exploration of
scenario planning

Proactive in recruiting and setting
up of a balanced, diverse board
(EY 2021)

_4

governance, stakeholder engagement and

SECRETARY

strategic, technologically advanced,

crisis management focus

Play a more strategic role in
advising the board

Active role in keeping
stakeholders informed

Greater emphasis on risk
management: expected to work
closely with the board direcfors to
identify and manage risks, as well
as ensure that the organization
has effective policies and
procedures in place to mifigate
those risks

Evolving technology landscape
expected to be familiar with digital
tools and platforms to improve
board efficiency and
effectiveness, such as board
portals and elecironic voling
systems
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The Office Bearer roles of Chairperson, Vice Chairperson, Secretary, and Treasurer play an
essential role in the effective functioning of a board. The responsibilities of these roles are
outlined in the organisation's constitution and it is important for individuals to familiarise
themselves with the duties before taking on a role.

It is crucial for all board members to fulfill ethical and legal duties to maintain the board's
trustworthiness and effectiveness. The future trend of boards influencing changes will shape
how these roles and responsibilities evolve. As such, it is important for individuals in these
roles to stay up-to-date with modernised board practices.

Overall, the effective functioning of a board or committee is dependent on the successful
performance of the Office Bearer roles and their associated responsibilities. Understanding
and fulfilling these roles and responsibilities is essential to ensure the successful and ethical
functioning of the organisation.
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Meet the team

Alan (Aung Ko) Ko

Chahat Gupta

Jessica
Kiekebosch-Fitt

Suzanne Malone

Wendy Ugarte

Aung Ko Ko (Alan) is a Civil & Structural Engineer of Myanmar descendant
who has established his professional career in minerals and energy
sector. Alan’s passion in community service and volunteering exposed
him to various impactful organisations, including Curtin Volunteers!,
where he helped rural and local communities through planning, organising
and executing programs, projects and events in the areas where they
need the most help. Alan has strong aspirations of making impactful
change and contributions in society through leadership and governance.

Chahat is an experienced workforce advisory consultant at EY, her
breadth of experience across different industries has equipped her with
an understanding of business challenges, risks and the nuances. She is
passionate about making a difference through her contribution which is
reflected in her past association with the Australia-India Business Council
(AIBC). Chahat is committed to challenging the status quo, innovating and
bringing in new initiatives to create communities that offer equal
opportunities, purpose and respect to all.

Jessica is a Project Manager leading the design and construction of solar
farms in WA, and robust experience from the construction and resources
industry. As a female engineer and project manager, Jess is setting a new
standard for how to deliver projects with empathy, compassion and
integrity. Her passion for sustainable development and positive
contribution stems from her childhood, growing up in remote indigenous
communities, learning the importance of valuing our communities, cultures
and natural world. Jess believes that the complex challenges we face offer
extraordinary opportunities to better serve our communities.

Suzie is an experienced strategic marketer across products, services and
software in agriculture and care sectors. Suzie is a planner and driver
recognised for her ability to see the bigger picture, the different
components and bringing people along on the journey. She has been
instrumental in delivering successful strategic initiatives for brands,
business improvement and business model transformation. Suzie is always
ready for a challenge and to make a positive impact by supporting purpose
driven groups that are driving for stronger connected communities.

Wendy has been involved with and directed the development and
implementation of various health-related projects, programs, and initiatives
for the Department of Health, the Minister of Health, the Director-General,
and the Mental Health Commission. Wendy’s initiatives have aided in the
advancement of health policy, planning, and administration of health
services. The leadership focus Wendy brings to the teams she works with is
to enhance communication, information sharing, creativity, and innovation.
Through participation in the Diverse Women’s Leadership Program, Wendy
has identified her natural ability, a sense of purpose and desire to be of
service to others and lead with intention and from a place of compassion.
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