
Understanding ACA  & 
Your Role and Responsibilities



OVERVIEW

• Organizational Structure

• Supporting Documents

• Your Role and Responsibility

• Building the board from various perspectives



www.counseling.org/about-us/leadership





Organizational Structure



ORGANIZATIONAL DOCUMENTS

• Articles of Incorporation

• Bylaws

• Policies and Procedures



ACA Policy and Procedures Manual
Series 1300

Code of Leadership



YOUR ROLES & RESPONSIBILITIES



FIDUCIARY RESPONSIBILITY

• Stay objective, unselfish, responsible, honest, 
trustworthy, and efficient. 

• Always act for the good of the organization, 
rather than for the benefit of themselves.



FIDUCIARY RESPONSIBILITY

• Not every board member can be a financial 
wizard. Every board member, however, needs 
to be a financial inquisitor. 

• Understand how to read financial statements 



FIDUCIARY RESPONSIBILITY

• Have the capacity to recognize warning signs that 
might indicate a change in the overall health of the 
organization. 

• The board must exercise proper oversight of the 
organization's operations and maintain the legal and 
ethical accountability of its staff and volunteers.



THE THREE KEY DUTIES WE 
ALWAYS HEAR ABOUT



THE THREE DUTIES OF BOARD MEMBERS

• Duty of care: Expected to actively participate in 
organizational planning and decision-making and to 
make sound and informed judgments. Reliance on 
experts.



THE THREE DUTIES OF BOARD MEMBERS

• Duty of loyalty: Places interests of the nonprofit 
before any personal or professional concerns and 
avoid potential conflicts of interest.



THE THREE DUTIES OF BOARD MEMBERS

• Duty of obedience: Ensure that the organization 
complies with all applicable federal, state, and local 
laws and regulations, and that it remains committed 
to its established mission.



LET’S BREAK THOSE DOWN



KEY DUTIES

• Determine the organization's mission and purposes

• Select the executive staff through an appropriate 
process

• Provide ongoing support and guidance for the 
executive; review his/her performance



KEY DUTIES

• Ensure effective organizational planning

• Ensure adequate resources

• Manage resources effectively (the buck stops with 
them, ultimately)



KEY DUTIES

• Determine and monitor the organization's programs 
and services

• Enhance the organization's public image

• Serve as a court of appeal for unresolved issues or 
complaints

• Assess its own performance



CAN OUR ORGANIZATION “MAKE” MONEY?



NOT-FOR-PROFIT/NONPROFIT

• Organization that serves a public purpose, rather 
than to provide financial benefit to any particular 
individual, corporation, or entity.

• Nonprofits are organized around a cause, mission, or 
community need. 



TAX EXEMPT

• Nonprofit doesn’t pay corporate income tax on 
income generated from activities that are 
substantially related to group’s purpose

• 501(c) has 29 specific IRS tax categories

• Non profit is not automatically exempt from federal 
or state taxes



D & O INSURANCE

• Provides coverage for organization against governance 
decisions of a fiduciary nature:

• Breach of contract (those unrelated to employment, such as 
leases);

• Improper board elections.



D & O INSURANCE

• Fiduciary claims include the following:

• Breach of contract;

• Attorney general investigations;

• Improper fundraising allegations;

• Improper reporting of revenue;



D & O INSURANCE

• Fiduciary claims include the following:

• Improper board elections

• Mishandling of donations;

• Failure to report payroll taxes; and

• Mismanagement of employee benefit plans.



Am I a good fit for this organization?



EVALUATING THE FIT---MISSION

• Am I excited about this organization and the work 
that it does? 

• Is this a cause or mission that I want to dedicate my 
time, energy, and money to support and lead?



EVALUATING THE FIT---IMPACT

• Can I have a positive impact? 

• Is there an opportunity for me to make a difference in 
this organization? 

• Can I help propel this organization forward with my 
expertise and connections?



EVALUATING THE FIT--THE GROUP

• Do I feel comfortable with the overall health of the 
organization? 

• Do I know what the challenges and opportunities are, 
and am I comfortable with the level of risk that I will 
be assuming as a part of my legal responsibility as a 
board member?



EVALUATING THE FIT—THE PEOPLE

• Do I like and trust the people who are affiliated with 
the organization? 

• Do I want to spend time working with these people? 

• Do I think I can work well with them and be a positive 
part of the board’s culture?



EVALUATING THE FIT--ME

• Am I comfortable with the financial and time 
commitments necessary to serve on this board? 

• Am I comfortable with all elements outlined in the 
board member job description?



THREE QUESTIONS TO 
ENGAGE BOARD MEMBERS



QUESTION #1

•“What about our nonprofit’s mission and 
work really motivates you?”



QUESTION #2

•“What specific assets do you bring to the 
table as a board member?”



QUESTION #3

•“What do you want to accomplish as a 
board member this year?”



INDIVIDUAL’S SELF ASSESSMENT



I’m valuable to the governance 
conversation because

One lesson learned from 
participating in/contributing 

to a volunteer board

Assumptions I carry with me 
about the process of change

Volunteer/professional 
experience I bring to the 

board
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QUESTIONS OR COMMENTS?
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