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A New Beginning:  
The natural growth of every organization requires new leadership from time to time in 

Off the Hook and Back to the Grindstone:

With the Education Committee in good hands, I can just sit back and relax, right?  Well, not exactly.  The new Chair of the Technical Advisory Committee (TAC), Andrew Pogdorski, has asked me to do what I can to rejuvenate TC-1.  

With that duty on hand, I thought it a good idea to review the list of “things a committee chair should do”.  I also thought that it might be helpful for all our committee chairs to have the list so they could run a quick check of their own committees to ensure that we don’t forget to check one of the items.  

So, here goes our list on “How to lead a committee”:

Identify Goal(s)

It is generally considered a good idea to understand what your destination is before you start your journey.  For a committee, the goal is usually spelled out in the documents that authorize its existence.  In the EMC-S that document is the “Policy and Procedure” (P&P) of the Society.  A copy of the P&P can be down loaded from the EMC-S web FTP site.  

Mission Statement/Charter

The detailed mission statement or charter of the committee sets the overall direction the committee will peruse toward its goal(s).  It is a good idea to review this document on a regular basis with the entire committee to ensure that it keeps pace with changing needs and requirements and to be sure that you are not overlooking something important that has recently emerged.  

Member List

With a current mission statement and/or charter in hand, check your list of members, and also have your members check their own commitment to the committee.  It is natural, as each member’s own career evolves to find his interests and ability to contribute to any particular committee also changing.  It is no wonder that people move from committee to committee over time.  Update your membership list.  (If you chair a subcommittee, this task is also for you.)  

If you don’t already have a Vice Chair and Secretary for your committee, find those people right away!  It may be possible to run a committee without a Vice Chair and Secretary, but not for long.   And, if your situation changes significantly, you will need these people as back up.  (If you chair a subcommittee, this task is also for you.)  

Committee Constituency

It is not always possible to pick and choose the members of your committee or subcommittee.  However, it is advisable to keep track of the diversity of talent and ability that you can call on from your membership.  In particular cases, it may even become necessary to recruit certain members to fill special requirements.  

Task List

The goals and mission statement will yield a list of tasks that will be needed to make step by step progress toward your goals.  Confirm the list with your committee members.  Prioritize your list and ensure that tasks are in a logical temporal sequence.  Some things must be done before others. (If you chair a subcommittee, this task, and the group of tasks that follow, is also for you.)

Action Items 

Break down each task into detailed action items that can be handled by one person, or a subcommittee. 

Action Item Details

The final stage of break down is to details that can be handled by one person.  

Assigned to

With your membership list, action list and action item details in hand find the best fit of a member to each action.  Not only do you need a good fit of action to ability, but you also need the commitment of the member to the assignment.  This may be the most difficult, and delicate, duty of any chairperson.  The member must ACCEPT the assignment, or it won’t get done.  

(NOTE:  The chair may accept some tasks (see below), but this should be avoided if at all possible.  Chair overload is a definite possibility.)

Due Dates & Milestones

Some due dates or activity milestones are inherent to the task itself.  Some will evolve from the hierarchy of related tasks.  When there is no outside determining factor, negotiate due dates and milestones with the member who has accepted the assignment.  

Follow up on progress

We all get too busy with all the demands on our time and attention.  It’s one of the continuing requirements of a chair that the progress on all tasks and action items be monitored to determine what progress is being made.  If a critical task becomes stalled, the active participation of the chair may be necessary to break a logjam, reassign the task, or call for help from his superiors to move some obstacle.  But, you will only know your help is needed if you continue to check on progress.   

Interim Reports

This works in both directions (up and down) at all level of committee management.  You will need to prepare reports on the status of your committee or subcommittee, and you will need to solicited reports from those who you lead in order to prepare your own reports for your superiors.  Be sure to communicate your reports to your superiors, to the members you lead as well.  It always helps to keep everyone aware of what is going on.  

Hierarchy of members

Who has the power to do what

Chair on subcommittee for leverage

One of the more common practices is for the Chair of a committee to be an ex-officio member of each subcommittee.  There are two reasons for this practice.  The first is to ensure consistent communication between the main committee chair and the subcommittee.  The second is to provide immediate leverage for the subcommittee if necessary (see “Follow up on Progress”).  

Leader

The primary duty of the Chair of the committee or subcommittee is to provide leadership to the rest of the organization.  Since all the members are there by consent and are volunteers, the Chair can not order them to do anything.  

Champion

One of the realities of committee operation is that, on occasion, it may be necessary to go ‘up the ladder’ as fast as possible.  When this happens it will help to have someone at the highest levels in the whole organization that will act as the ‘champion’ for the committee.  Ensure that your committee has such a ‘champion’ and keep them well informed about committee operations and any problems that may require their assistance.  

Informal Discussions

Final summary report

Communicate with members

Keep your supervisor informed

Meetings

Committee and subcommittee meetings are the 
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