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Why Are We Here?

What do you want to
get out of today?

© 2025 Huron Consulting Group Inc. and affiliates.
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Session Agenda

1. To discuss being a Board member in today’'s environment

2. Offer a refresher on Board roles and responsibilities in leading
“forward”

3. Discuss the power of engagement in achieving strategic
priorities

4. Offer leading practices on working effectively with CEOs to
drive results

'NCCHCA



How it all
began...

Health Center
Movement

The first Community
Health Centers (originally
called Neighborhood
Health Centers) were
funded as a
demonstration project
under the Federal Office
of Economic Opportunity,
the lead federal agency
in President Lyndon
Johnson's War on

Name

Date

Tithe:

Author:

Beginning

1965
Neighborhood
Health Center
opened

Miadle

ENd
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History of the Health Center Movement

Source: Community Health Center Chartbook 2021

Today, Community Health Centers are America’s largest and most successful
primary care system, providing access to quality, affordable, preventive medical,
dental, behavioral health and vision care to more than 30 million Americans
through more than 12,000 service delivery locations

1in 11 people in the U.S. are served by Community Health Centers
1in 9 children and adolescents

1in 7 racial and ethnic minorities

1in 6 Medicaid beneficiaries

1in 5 uninsured

1In 3 people living in poverty
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Health Center Overview
Mission and Vision

To provide access to exceptional, comprehensive, and
Integrated health care for all

To improve the health and well-being of the communities
we serve,; to provide an outstanding care experience; and
to be an exceptional place to work and make a difference

NCCHCA
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Typical

services
offered

This Photo by Unknown Author is licensed under CC BY

Family Medicine HURONIS

Pediatric Medical and Dental Care
Women's Health and Prenatal Care
Senior Care

Population Health

Integrated Behavioral Health
Medication-Assisted Treatment
General and Pediatric Dentistry
Oral Surgery*

In-house lab services with LabCorp

Access to specialty care referrals
Health Center

Enabling services: case
Mmanagement, health education,
sliding scale fee, translation services


https://www.mynextmove.org/profile/summary/31-9092.00
https://creativecommons.org/licenses/by/3.0/
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Board Members
must lead with
wisdom, agility,
focus, and purpose

FUTURE

Organizational
viability
depends on it...
we must

“lead forward’!

NCCHCA

<7
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High-Performing Boards Lead to High-
Performing Organizations

Governance Roles &

Strategy Responsibilities
« Sustainability of mission, vision, *  Management oversight and relations
values + Medical staff oversight and relations

* Accountability and service to
community

* Visioning and strategic direction
* Strategic monitoring

* Risk assessment and action plan
* Evaluation of opportunities 2
« Organizational culture — Board Effectiveness

ORGANIZATIONAL * Board self-assessment and evaluation
EXCELLENCE + Board improvement plan

* Board culture and engagement

* Board orientation and development

» Effective meetings

Leadership and Talent

e CEO selection, retention and evaluation

+ CEO/Top leadership succession planning

* Board development and succession
planning

* Board of the future competency mix

Diversity, equity and inclusion

Infrastructure

* Board compact

* Structure and committees
» Board policies

* Monitoring performance
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Organizational Viability Starts with the
Board of Directors

P You care about making a
difference in communities
served.

o You have an obligation
to make informed
decisions.

You own the mission,
vision and strategy.

You are responsible for
strategic direction!
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Essential Responsibilities of a Board

Determine the
Organization’s
Mission and
Purpose

Input on Strategic
Direction and
Planning

Select the CEO

Support the CEO
and Review CEO
Performance

Approve Operating
and Capital
Budgets

Provide Oversight and
Monitoring of Strategic
and Financial Plans and
Risks

Enhance the
Organization’s
Public Image

Assess its Own
Performance
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The Essence of Leading Forward

To sustain growth

b Plan for the short-term and the
long-term
b By developing an actionable
vision that you can translate

into a strategy

b Through a way of thinking
and a process we call

“Leading Forward”




What is Leading
Forward?
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Looking retrospectively at our journey
to date to be a high performing
organization against all strategic
priority areas (Quality, People, Service,
Finance, Growth, Community)

Keeping both eyes and ears open
related to current variables impacting
performance (real and potential) as
you think strategically about the best
path forward

Embracing your role in driving the
organization’s mission, vision and
values

Engaging and LEADING FORWARD



How Will We Lead
Forward?
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Let's start with a look at the
current health care
landscape!

Key themes:
Massive Change and Uncertainty
- Fear - Internal/External

Organizational Agility



HHHHHHH

Cost and Transparency

Implementing strategies and tactics to
address growth of medical and
pharmaceutical costs and impacts to
access and quality of care.
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Understanding, addressing,
and assuring that all consumer
Interactions and outcomes are
easy, convenient, timely,
streamlined, and cohesive so
that health fits naturally into
the “life flow” of every
individual's, family’'s and
community’s daily activities.
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AP sssss

Telehealth

* Big box competition
« Consumer Experience
« Skills/Staff Proficiency

* Financing Implications-
volume impact, staffing
requirements

« Facility Implications
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Consumer Data Access

 Electronic Health Records

 Online patient access registration, lab
results, provider communication, payment
options, patient education, patient
experience surveys

 Artificial Intelligence (Al)
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Health Care Policy

Changes in Regulations

- Dealing with repeal/replace/modification of
current healthcare policy, regulations,
political uncertainty/antagonism and lack of
a disciplined regulatory process.

«  Medicare-for-All, single payer,
Medicare/Medicaid buy-in, block grants,
surprise billing, provider directories,
association health plans, and short-term
policies.
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Privacy and Security

« Staying ahead of cybersecurity threats
on the privacy of consumer and other

el
v \\* healthcare information to enhance

o* consumer trust in sharing data.

90 « Staying current with changing
landscape of federal and state privacy

laws.

Resource: Managed Healthcare Executive; September 26, 2019



r &d Delivery System

Transformation

Increased partnerships and collaborations
between healthcare and community-
based organizations to overcome barriers
iIncluding social determinants of health to
effect better outcomes.
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Data and Analytics

Leveraging data (history, labs, RX,
socioeconomic, geographic, demographic,
lifestyle behaviors) to improve health
outcomes, reduce administrative burdens,
and support transition from volume to value
and facilitate individual/provider/payer
effectiveness.
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Let’s Chat:

Which areas concern you most?

These external variables should inform
your discernment for strategic planning.
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Board of the Future: Talent and Expertise

Given market trends, have you considered representation of
these areas on your board?

« Consumer / Retail
e Culture Development
* |nsurance

- Data / Analytics / Informatics r
L
« Public Health / Social Determinants \

- Technology/Al |
£ i Q| "ilﬁ
_,_.,!;_ o A

v "
\ 1

. Talent Strategy | — b} O

~—

- Consolidation / Integration
Experience
cich Mergers / Strategic Alliances




® »

Service Quality
Improve the Build a
Health of our Customer and

Patients Quality Focused

Culture

People

Recruit, Retain,
and Recognize
a Quality
Workforce

Finance

Maintain
Financial
Strength

HURON |28
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Growth

Maximize
Potential
Growth and
Opportunities
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What's The Board’s
Role in Leading
Forward?




Boards and board members perform best when they
exercise their responsibilities primarily by asking good
and timely questions rather than by ‘running’
programs or implementing their own policies.”

RICHARD INGRAM TEN BASIC RESPONSIBILITIES OF NONPROFIT BOARDS




¥

NCCHCA
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An effective board accepts and supports
differences, communicates openly and with

respect, and works together for the common
good.

Only when we work as a true performing

community can we face and honestly solve the
difficult issues.”

-MARY JO CLARK AND PAT HEINY
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Health Center Program Compliance

Authorities and Responsibilities of the Board (Chapter 19: Board Authority)
Hold monthly meetings with quorum
Selection, approval of and termination (if applicable) of the CEOQ/ED
- Approval of the health center’'s annual budget and applications
- Approval of health center sites, locations, hours of operations
Performance evaluation of the health center
Establishing, adopting and evaluating health center policies
Ensuring health center complies with federal, state and local laws

Long-range strategic planning at least once every three years (including financial
Mmanagement and capital expenditure needs)

P

Tﬂ%‘gﬁo high-level summary for training purposes. Please see Chapter 19 of the Health Center Program Compliance Manual for
exi uage and more details https;//bphc.hrsa.gov/programrequirements/compliancemanual/chapter-19.htmli#titletop
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Board Composition (HRSA requirements)

- 9-25 members

- At least 51% are patients served by the center

- Non-patient members are representative of the community and

selected to provide relevant skills/expertise

- No more than one-half of non-patient board members derive more

than 10% of their annual income from the health care industry

- Health center employees and immediate family members may not

'NCCHCA |

serve — Include representatives from/for each special population served
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Compliance with Executive Orders:
Leading a new path forward

Focus on your what is in your control
/4

NCCHCA

AW
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What Makes a Great Board Member?

« How may | help?

o lam really looking forward to this
opportunity to serve my community!

* Passion & dedication

« Count on me, | will be there!




HURON |37

Basic Requirements

Duty to Care Duty to Loyalty
A Board member caries out their duties The Board member acts in a way that
in good faith. will not harm the organization.
« Attends meetings regularly  No personal gain or benefit
(including reading materials before : .
. * Beware of conflict of interest
the meeting)
L G frires aibeut e » Maintains strict confidentiality

organization

» Exercises independent judgment
when voting




I Board members are legally
BaSIC bound to the articles of
I incorporation, corporate
Req Ul rements policies, mission, and core
values.

DUTY OF OBEDIENCE

Board members assist the d

organization to stay true to its
mission, core values, and all legal
obligations to the community

served. é

- This includes federal, state, and local
laws as they relate to operating a

cooperative living campus. Owners Not Renters!
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Board
Roles

Approves general
direction and policy
but does not execute.

Adopts budget and
ensures the
organization has
enough resources to
achieve the targeted
objectives.

NCCHCA



Result Triangle

Strategy
Executive

Leadership &
Staff

Board of
Directors

-
~  Structure Execution

HURON | 40
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Elevating Accountability —
Cascading from the Strategic Plan

1. Strategic Plan 2. Pillar Plans

Specific plans related to each pillar (service, quality, growth,
finance, community, etc.) providing detail and ownership.

4. Cascaded Goals

4-6 specific goals cascaded to each leader, weighted
to show priority areas and a range of performance
that may be achieved (e.g., 1-5 rating, where 3 is
meeting goal).

3. Organizational Goals

Well articulated, specific and objective
outcomes for each pillar plan.

5. Executing the Plans and Feedback Loop:
90-Day Action Plans: identify the actions to be taken in order to accomplish goals.

Monthly Meeting Model: structured leader-to-leader meetings that allow for focus, prioritization and review of
progress.

fﬁﬁcutive and Board Reports: monthly review of organizational progress to date in a balanced scorecard format.

T

TN
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TRUE OR FALSE

When | go to the clinic for care, | should go to the front of the line
because | am a Board member and have special status.

FALSE
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TRUE OR FALSE

A staff member approaches
a Board member about
feeling they have not been
treated fairly by their boss.
The Board member should
discuss the situation in
more detail with the staff
member and try to resolve
their concerns.




-
NCCHCA |
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TRUE OR FALSE

Board members should feel
free to show up during
office hours and offer advice
about operations and
personnel issues (hiring,
promotions, terminations).
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TRUE OR FALSE

Board members should use
their unique talents to advise
the strategic direction and
policies of the organization.

Strateqgy
= Execution

Sucgess"

TRUE
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TRUE OR FALSE

Board members and their
family/friends cannot receive
services for free or at a special
Board rate. They may take
advantage of services offered
to all community members

provided they meet the same
TRU E criteria.
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TRUE OR FALSE

A Board member is
approached by an employee
about a special business
arrangement that was not
presented or approved at a
Board meeting. The Board
member should go forward
with it, it seems harmless.
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Strengthen Your Board Muscle!

Are you meeting your obligations?
« Recommit to the mission! . .
« Time - meeting attendance,

» Stay current on what's happening participation in board activities
inside and outside the organization .
that may impact viability. N . Ta.Ieni-: —share you r.spe.mal talent or
~ skill with the organization

+ Keep learning!

NCCHCA
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Engagement: The

i : i Secret Ingredient in
S@' , Leading Forward




What is
Engagement?

 Emotionally invested in
(focused on) creating value for
the organization, every day

* Giving discretionary effort —
even when no one is watching




ENGAGEMENT IS ATOP DOWN PROPOSITION —
STARTING WITH THE BOARD!

How do Board members
demonstrate engagement?

What can we do to improve?
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Evaluate Board Performance on a
Regular Basis

* More than 36% of nonprofit boards
never take the time to evaluate their
own performance.

* There are a few ways to organize a
board evaluation process. You can
either do a self-evaluation, with all
members participating and
evaluating both themselves and
each other, or select a committee to
conduct the evaluation.

* Once you understand how your
current board members are
performing, you can begin to see
areas for improvement.
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Board Assessment Overview

Purpose:
* Understand the current board
performance

« |dentify what is working well and
opportunities for improvement

Survey layout:

« Thefirst group of questions assesses
the board performance as a whole

« The second group of questions is a self-
assessment on individual performance




HURON |55

Summary of Questions —

Individual Performance
% Favorable

1 = Strong 100 = Strong

0 20 40 60 80 100
I am fully committed to the mission/purpose of this organization. 96
| exercise independent judgment when voting on board decisions. 89
Serving on this board is an enjoyable and productive experience. 89
I am meeting my required time obligations to this board. 87
I strive to continuously learn in order to better serve on this board. 84
It is easy for members to participate on the board. 84

I find board meetings to be productive. 81

I am an active participant of the board and use my voice. 80
| stay current on what is happening in/outside the org. that may impact viability. 78
| use my unique talents to advise the strategic direction/policies of the org. 76

| participate in volunteer activities that support the organization's mission. 73

© 2025 Huron Consulting Group Inc. and affiliates.
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Board Effectiveness

Please rate the degree with which you agree or disagree with the following statements.

5 = Strongly Agree

I am fully commmitted to the mission and
purpose of this organization.

Serving on this board is an enjoyable and
productive experience.

| am meeting my required time obligations to
this board (meeting attendance, participation in
board activities).

|11

It is easy for members to participate on the
board.
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Make Volunteerism an Expectation of
Board Membership

You are the FACE of the Organization

- Volunteer activities that support the
organization’s mission give board members
somewhere to meet outside the conference
room as well as create a casual, social
environment where board members can bond as
friends, not just colleagues.

- Having a hands-on responsibility with the
nonprofit will connect them on a deeper level
and remind board members why they chose to
become involved with the organization in the
first place.
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Streamline Meeting Planning and Updates

* Make it easier for members to participate on the board

* It's all about ensuring that board members have a seamless, enjoyable,
productive experience.

« With the right tools in place, your board members will be more engaged - and
more productive — which can increase the output and success

* Scheduling
« Concise agendas
* Advanced reading to allow more discussion time at Board meetings

« Single source of truth (Board contact/communication) to decrease variance

NCCHCA |
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q « Active listening
i

* Active participation from all
Board members — USE YOUR

VOICE
o * Respectful truth-telling
CU |tivate 3 CU |tU re Of * Ask prqbipg .qu.estions related to
' oy strategic initiatives
Involvement « Be an ambassador for the

organization in the community

* Role model the power of

Vel engagement for leadership
. . ﬁl&h. M)

M i : " o ‘
s — - Board members lead forward
n— for the workforce!




Working
Effectively
with the CEO




The Push and Pull of Leadership

Governance
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(A)

CEO/Management

Strategic Board Composition

Financial Oversight

Quality Oversight

CEO & Staff

JUNE 9, 2025

Ensures its own strategic composition,
including compliance with
requirements of the Health Center
Program

Approves budget Monitors financials
Oversees audit Approves certain
policies

Approves and revises quality assurance
(QA) and quality improvement (Ql)
policies

Ensures follow-up taken regarding
quality, patient grievances

Hires, provides oversight of CEO
Establishes CEO compensation
Approves certain personnel policies

Supports board in ensuring its strategic
composition, has voice in recruitment

Prepares and proposes budget to board
along with key financial staff

Manages health center in alignment
with financial policies and budget
guidelines

Ensures staff manage the quality
program

Hires, manages rest of staff
Coaches staff

@ O o huronconsultinggroup.com
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The CEO/Board Partnership

- The CEO is the only employee who is selected by the board
- The board works with the CEO to establish annual performance goals
- Provide a routine evaluation of CEO performance

- Annually approve the CEO’'s compensation (in compliance with IRS
requirements, note: the CEO’s compensation is public information on the IRS
Form 990)

- Approve the CEO’s contract
- Ensure an emergency succession plan and succession policy are in place

- The board and CEO have a partnership based on mutual respect, trust,
open communication, and shared strategic priorities

'NCCHCA



Let’'s Chat:

What does respecting the
chain of command mean to
you as a Board member?

What are challenges or
barriers to a successful
CEO/Board partnership?

Recommendations to
improve? What does right
look like? Keys to success?

T..1.'-"-' "-\-.-,,.‘,‘.r

This Photo by Unknown Author is licensed under CC BY-NC-ND


https://www.flickr.com/photos/unwomen/8444371895
https://creativecommons.org/licenses/by-nc-nd/3.0/

Trust is
earned
and not
given.




A

Communication
Communication
Communication

1WO
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The starting point for an effective
and high-value CEO/Board
relationship is full, open and
transparent communications —
both ways.

The CEO sets the tone for
Management's engagement with
the board and committee chairs,
and the board's expectation is
that “there will be no surprises
from management.”
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What are the hallmarks of a healthy
Board/CEO relationship?

1.

NCCHCA

g

Candour and dealing with the facts - a
culture of trust and confidence among
the board and CEO and management
team

Regular communications between the
CEO and board, and especially between
the CEO and the board chair

A continuous testing of strategy

Free flow of information between the
CEO/senior management and the
board chair, and between senior
mManagement and their respective
committee chairs

5.

6.

Good boardroom dynamics, as well as
confidence in the board chair and
committee chairs that the collective
views of the board are being heard and
considered

A healthy relationship between the
board chair and the CEO — where both
want the same thing, for the
organization to be successful —and
both recognize that “this is business”
and consider the optics
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Elevating Trust

No Surprises from CEO or
Board!

To help ensure open and productive
discussions, the board chair should draw-
out any concerns directors might have and
communicate those issues to
management before the board meeting

That gives management an opportunity to
address the issue in an informed way,
rather than being “ambushed' in the
boardroom




A
Unified
Front

Ensure the CEO
and the board
agree on how the
organization will
be run

Mission, Vision,
Values

Standards of
Behavior

WE ARE AN
HOET®, e OCEAN.

Growth
strategy?
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Remember Communication
Is the Key!
All Kinds, All Ways, Often!



OOOOOOO

No one will "HEAR YOU”
-motionally




HHHHHHH

Evaluating the CEO
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The CEO Game Plan -
Cascading from the Strategic Plan

1. Strategic Plan 2. Pillar Plans

Specific plans related to each pillar (service, quality, growth,
finance, community, etc.) providing detail and ownership.

4. Cascaded Goals

4-6 specific goals cascaded to each leader, weighted
to show priority areas and a range of performance
that may be achieved (e.g., 1-5 rating, where 3 is
meeting goal).

3. Organizational Goals

Well articulated, specific and objective
outcomes for each pillar plan.

5. Executing the Plans and Feedback Loop:
90-Day Action Plans: identify the actions to be taken in order to accomplish goals.

Monthly Meeting Model: structured leader-to-leader meetings that allow for focus, prioritization and review of
progress.

,ﬁcutive and Board Reports: monthly review of organizational progress to date in a balanced scorecard format.
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Clarity of Expectations: #1Job to Drive
Results

6-8 Annual Goals

Timely

Quarterly Specific Measurable Attainable Relevant
u pd ates to the Who, What, V\\Nllt;:r: From and To How Worthwhile When
When Wlw Ci
Board on ;
outcomesto Def::;::,:‘m'::d‘ Can you track the Is the goal reasonable Is the goal worthwhile VOT';bJEC“Ve IS’hQUI‘(’jl
: e progress and measure enough to be and will it meet your include a time limit.
date ambiguous language. the outcome? accomplished? How so? needs? will complete this step
Sioh T it by month/day/year.”
isinvolved, : 5
i P How much, how many, Make sure the goal is |s each goal consistent v _
Com ee nsation sol wamtﬁmphsh, how will | know whe:\‘ not out of reach or with other goals you It will establish a sense
based on WV;‘IE‘Y‘E w"' : in t(;‘ne, my goal is below standard have established and of urgency and prompt
am | doing this accomplished? performance fits with your you to have better time
outcomes- (reasons, purpose), immediate and long management.

objective not

subjective

WHICH constraints /

requirements do | have?

term plans?

© 2025 Huron Consulting Group Inc. and affiliates
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'Y SN performance management system
Is the foundation of performance
excellence in an organization and
therefore it should be simple,
straightforward, intuitive, aligned with
organizational goals and have flavors
of organization values.

— Kaustubh Sonalkar, Author

-
NCCHCA |

&7



Moving
from
Strategy
to Goals
to Results




We prioritize what
we value!




Questions?

One key
take-away?
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HURON

Jackie Gaines —
Principal, National Speaker, Author

Jackie.Gaines@studergroup.com

850-454-7470

JUNE 9, 2025 @ O o huronconsultinggroup.com
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